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| is not the critic who counts; not the man who points out 
how the strong man stumbles, or where the doer of deeds 


could have done them better. 


The credit belongs to the man who is actually in the 
arena, whose face is marred by dust and sweat and blood; 
who strives valiantly; who errs, who comes short again 
and again, because there is no effort without error and 
shortcoming; but who does actually strive to do the deeds; 
who knows great enthusiasms, the great devotions; who 
spends himself in a worthy cause; who at the best knows, 
in the end, the triumph of high achievement, and who at 
the worst, if he fails, at least fails while daring greatly, 
so that his place shall never be with those cold and timid 


souls who neither knows victory nor defeat. 


U.S. President Theodore Roosevelt 


April 23, 1910 


FOREWORD 


vy Neil Sahota 


leet Lynn, a Customer Service Representative at ACME Corporation. Lynn’s 
lanager is Riley, an Al (artificial intelligence) bot. Riley listens to all Lynn’s calls in 
2al-time and provides instantaneous guidance and performance feedback. Lynn 
part of the next-generation workforce and appreciates Riley’s management style 
ecause Riley provides the deep engagement and constant interaction that Lynn 
raves to feel as a contributing member of the team. Now, meet Pat, the human 
vanager of Riley and a team comprised of humans and Al bots. As a second-line 
lanager, Pat has management and leadership responsibilities to the downline 
=ports to direct their work and inspire them towards ACME corporate goals. It is 
ot easy when people have a variety of motivators and Al bots, well, none save 
shat they have been trained to do. 


ound like an exciting future? 


urprise, surprise, this is very much the present. Everything described already 
xists. And, yes, Al systems are directing human work...and yes, human managers 
re directing Al “employees.” 


Ve live in a time of rapid change, with tools that can cause a massive impact (both 
Ositive and negative). As a result, traditional leadership styles are too slow and 
isengaging for the workforce. Moreover, with the increasing pressure to build 
inovative teams and intrapreneurial cultures, leaders face the dual challenge of 
Oning their skills and teams without many proven models to rely upon. To make 
fe even more complicated, today’s leadership is faced with learning to manage 
nd lead in a post-COVID world that requires managers to assess performance and 
teward employee well-being. Furthermore, leaders are also expected to be JEDI 
hampions: facilitators of justice, equity, diversity, and inclusion in the workplace. 


his is why we need books like this one on Innovative Leadership. Historically, 
eople were thrust into management and leadership roles based on their 
on-supervisory work performance. More rigorous leadership programs were 
eveloped as business advanced to help prepare people for this transition. 
lowever, change has outpaced the curriculum development. Today’s leaders must 
nderstand the ever-evolving workforce and new transformative technological 
40Is like artificial intelligence. Like it or not, the demands of today’s employees 
xpect you to be ready (and that includes those Al bots), and there’s not a lot of 
me or patience for leadership to adjust and be effective. 

a 


hankfully, while you may not need to worry about Al employees in the very 
ear future, we do have some powerful Al and other emerging technology tools 
) support us as we shift into Innovative Leadership. From a data perspective, 
a. 
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leaders and managers have many data points to assess work performance. In the 
case of Lynn, we have our traditional metrics of wait time, resolution time, the 
number of levels supported, and so forth. However, thanks to Al tools, we can also 
better assess customer satisfaction throughout the entire call, using the science 

of psychographics (psychology and personality assessment) and neurolinguistics 
(science of language and word choice.) More importantly, Al can assess the 
real-time performance of Lynn (or any other employee) as they interact with the 
customer. Depending on how the call progresses, the Al will provide instantaneous 
feedback and coaching to the employee to maximize the opportunity of a beneficia 
outcome for the call. That’s a level most managers cannot do with a single 
employee, let alone an entire team. More importantly, the insight the Al provides 
into employee performance is the most important for a leader to gauge employee 
performance and maximize customer engagement. 


This is just the tip of the iceberg for leadership regarding tooling. The ability for 
introspection and honest, constructive feedback for leaders is critical. Getting this 
input, though, is challenging. This is where Al presents another boon for leaders: 
the honest assessment of leadership skills. As we move forward, there isn’t a single 
prototypical leader. We have different archetypes (the nine types of leaders as you 
will read in this book) based upon the ten core skills (also shared in this book.) Al 
tools help leaders fairly and accurately assess these capabilities. This is crucial to 
help us understand our strengths and weaknesses and which type of leader we are 
to maximize our strengths. As we understand what an innovative leader means, 
we also see how difficult it is to get honest feedback from our staff and colleagues. 
Artificial intelligence provides leadership with another trusted source of information 
(beyond employee performance) to help us become innovative leaders. 


Moreover, as we look to the future of work, it’s not only enterprises wondering 
what the jobs and leaders of tomorrow must bring to the table. Government 
agencies are investing heavily to adjust their workforce development programs 
accordingly. Singapore has created the TechSkills Accelerator (TeSA) initiative and 
Al Apprenticeship Program (AIAP) to provide the existing and future workforce with 
hands-on experience for these jobs of tomorrow. Canada has adopted Canada’s 
Al Augmented Workforce for their future work plan. The State of California 

has adopted an Al roadmap. The core tenants require full integration of Al skill 
development in K-12 and higher education curricula and a mandate to integrate 
Al tools to provide public services, including labor management and workforce 
development. That’s why management and leadership must be the first to 
understand and adapt to these changes because they will be the ones to lead the 
upcoming transformation of work. 


To start leading your human and machine workforce soon, the leaders must master 
ten critical skills. This book will share how to do that and essential frameworks to 
factor in contextual understanding and situational analysis. In essence, this book 
will serve as your sherpa as you enter the new world of Innovative Leadership. Al 
will be your leadership concierge so that you can maximize your effectiveness and 
support your employees in realizing their peak performance. 


NTRODUCTION 


is text is the eleventh book in the Innovative Leadership series. It is based 
n the authors’ collective experiences as consultants, practitioners, educators, 
nd scholars. It’s also a response to input from readers of the previous books to 
Cus on the essential information regarding Innovative Leadership and how the 
ements of Innovative Leadership apply to the challenges and opportunities 
fe all face in our professional and personal lives. 


ince writing those first books, we have come to appreciate the importance of 
ddressing both leadership and followership in maximizing individual, team, 

nd organizational success. Without followers, there are no leaders. Without 
nderstanding, respecting, motivating, and engaging followers, it is impossible 
) execute Innovative Leadership. We've also realized that leading and following 
re not absolutes: there are times when we each can — and should — lead, 

nd there are times when we each can — and should — follow, depending on 
1e situation, personnel, resources, and context. 


Fue to the spirit of innovation in our title, the burst of Artificial Intelligence in 
ne workplace prompted our decision to use Al as a tool in the preparation of 
Ais book. We also wanted to model something all leaders will soon grapple 
fith: leading a workforce that includes both humans and machines, whether 
n the factory floor or in C-suite offices. 


Ve instructed Al to draw from our previous books, especially 2021’s /nnovative 
eadership for Health Care, along with several Innovating Leadership: Co- 
reating Our Future podcast episodes. We had Al summarize the content in 
style and format that we identified as relevant and optimal for mid-level 
saders. With that summary as a draft, we carefully reviewed, edited, and 
avised each chapter for accuracy to ensure that the content conveyed our 
itent. We also added more recent information that did not appear in our 
revious books. Because we believe that Al and its relevance to leadership will 
ontinue to evolve, we included a separate chapter focused on ways leaders 
an — and must — adapt to the evolving Al ecosystem and other workplace 
achnologies yet to be imagined. The result? The clear presentation of the 
ssential elements of Innovative Leadership and Followership you now hold in 
yur hands. we hope you'll agree as you read on! 


The list below presents exceptional leaders’ top ten skills and behaviors needee 
for leading a workforce of humans and Al: 


Communication 


Outstanding leaders continually focus on essential leadership skills tha 
involve relating to others — communication, collaboration, negotiation 
facilitation, social influence, change management, and active listening., 


Growth Mindset 


During the massive opportunities created by change, leaders must 
cultivate a growth mindset with curiosity, lifelong learning, and an ability 
to unlearn and stop doing things that no longer serve their mission. 


. Adaptiveness 


Notable leaders enhance their ability to anticipate change and 
proactively initiate aligned change initiatives. This requires building 
adaptiveness, resilience, and workplace agility. 


. Emotional Intelligence 


. Abundance Mindset 


Because teams will need to make changes that often feel unfamiliar anc 
uncomfortable, the most effective leaders will amplify their emotional 
intelligence (EQ). This includes self-awareness, self-management, 
relationship awareness, empathy, building trust and psychological 
safety, and other skills that help a leader relate to and inspire others. 


- 


Developing an abundance — as opposed to scarcity — mindset lets 

a leader reframe uncomfortable situations into opportunities. An 
abundance mindset is a belief that there are more than enough 
resources (including time and talent) to achieve goals — that, 
collectively, the team has the knowledge, wisdom, resources, skills, anc 
attitude to meet the challenges ahead when they consistently act from 
abundance beliefs and actively create the future they want to see. 
They create solutions that resolve scarcity. 


6. Domain Expertise 


Successful leaders continue to excel in their areas of domain expertise 
and understand the latest technological developments in those areas, 
from finance to medicine. Whatever the field, keeping current is vital! 


—# AISkills 
As artificial intelligence continues its rapid evolution, leaders (and 


their teams) will need to know how to leverage Al to gather useful 


information and get work done. The better the questions, the better Al 
serves the team. 


OER, 


Analytical, Decision-Making, and Systems Thinking Skills 


To leverage Al, leaders will need to understand and weigh its output. 
Strong analytical, decision-making, and systems thinking skills will help 
leaders with that assessment and continue to improve Al’s results and 
its value to the organization. 


9. Creativity 


AM, 


A creative perspective and creative thinking abilities aid in identifying 
areas Al will not consider or developing solutions Al can’t yet come up 
with. Knowing where to experiment with possible solutions is vital, too. 


10. Risk Awareness 


Al presents its own risks; leaders need to understand these and 
° continually evolve governance processes to address them. 
s you read through the first few chapters, you'll learn about the seven 
ements of Innovative Leadership. The following table frames which of those 
lements apply to — and help you continue developing — each of the ten 
kills and behaviors you'll need to successfully bridge the gap and integrate 
‘combined Human-Al workplace in this evolving world. As you finish each 
hapter, revisit this table to consider how Innovative Leadership concepts 
mplify your leadership ability. 


S yOu learn more about these skills, ask yourself: How will the leadership 
dundation you'll forge from this book influence the ways you lead a workforce 
f humans and machines? 


F 


Skills to Lead a Hybrid 
(Human-Al) Workforce 
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1. COMMUNICATION and | | | 

| other essential leadership este es | pans eee 
| skills — collaboration, | | 
| negotiation, facilitation, social 
| influence, and active listening. 
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2. GROWTH MINDSET — | | 
curiosity, lifelong learning, and "ae xX | 
| the abilitytounlearn andstop | / 
| doing things that no longer | | 
| serve your mission. | | | 


3. ADAPTIVENESS to 
| anticipate change and | | | | 
proactively launch aligned 4 4 x x ss | x 
| change initiatives; build your | | | 
adaptiveness, resilience, and | | 

business agility. | | | 


4. EMOTIONAL INTELLIGENCE, 
including self-awareness, 
self-management, relationship 
awareness, empathy, building 
trust and psychological safety, 

; and other skills that help relate 
to and inspire others. 


| 
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5. A MINDSET OF ABUNDANCE 
(versus scarcity) to reframe 
uncomfortable situations into 

| Opportunities. 


x 
4 
x< 


6. DOMAIN EXPERTISE and | 

understanding the latest | 

' technological developments / 

affecting your areas of | | | 
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Skills to Lead a Hybrid 
Human-Al) Workforce 


7. AI SKILLS to leverage 

the technology for useful 
information and to get work 
done. 


8. SYSTEMS THINKING, 

along with strong analytical, 
problem-solving, and decision- 
making skills. 


9. CREATIVE PERSPECTIVES 
to identify areas Al doesn’t 
consider. Experiment with 
possible solutions. 


10. UNDERSTAND THE RISKS — 
Al presents its own risks; 
feaders need to understand 
these and continually evolve 
governance processes to 
address them. 
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Figure 1.1: The Innovative Leadership Framework 


Today’s leaders significantly impact 
the future — their decisions and 
actions will ripple through the next: 
few generations. Unfortunately, 
too many leaders use depreciated 
or outdated skills. While most of 

us wouldn’t think of using a ten- 
year-old computer, many of us worl 
with people who use the same | 
leadership approach they had ten 
or even twenty-plus years ago with 
only mediocre results. 


COVID, Al, climate change, hybrid 
work, politics: the world has 
changed in so many ways over the 
last few years. Leadership clearly 


must change with it. Organizations must redefine what effective leadership is 
and elevate the quality of their leaders to meet these ever-changing challenges 
Innovative Leadership offers a way for you to do just that — to advance your 
own development as a leader and advance your organization in the process. 


Technology has significantly changed what and haw we lead. As leaders, we 
need to understand new tools and how those tools change relationships. 
Smartphones, for example, changed how we relate to others: texting, 

social media, swiping left or right, videos — almost anything but an actual 
conversation in a phone call! We need to understand emerging technologies, 
how to use and adapt to them, and how to update our thinking processes, 
skills, and communication styles to adapt seamlessly and effectively. 


So, What Is Innovative Leadership? 


A jn 


In short, Innovative Leadership is the use of leadership research to maximize _ 
engagement, cohesiveness, and performance in your team to accomplish your 


— eee 


ganization’s mission and vision. Any growth means change, but Innovative 
adership is structured change, helping you see and develop your unique 
rengths. By definition, an innovative leader is constantly learning and growing 
building on their solid foundational leadership practices while learning new 
ies. Just as important, they unlearn outdated practices. 


Jr organizations and societies face a world that is constantly becoming more 
ymplex and faster-paced. To remain relevant (and effective!), we, as innovative 
aders, need to consider the latest research, trends, and challenges. We can 
en determine how our individual and organizational leadership must adapt 
change. Critically, we elevate our leadership to meet current and anticipated 
yNditions, challenges, and opportunities. Effective Innovative Leadership 

So requires understanding, motivating, and engaging followers to contribute 
eaningfully and help us identify ways to be innovative. 


novative leaders deliver results by blending: 


6. Strategic leadership, which inspires people’s intentions and goals and 
~ organizational vision and culture; 


€ - Tactical leadership, which influences people’s actions and the 
~~ organization’s systems and processes; and 


3. Holistic leadership, which aligns all core dimensions: individual 
_ intentions and action with organizational culture and systems. 
These are all aligned with the organization’s ecosystem. 


f 
¢ 


he Difference 


1e most effective leaders are self-aware. Self-awareness consists of internal 
lf-awareness (i.e., awareness of our values, personality, style, strengths, 

s, and so on) and external self-awareness (how others perceive our values, 
Bonality style, strengths, biases, etc.). 


\ovative leaders work with others the same way conductors work with 
sicians in an orchestra. Everyone works together to create the product: 
sic. The quality of the performance depends on the cohesiveness, 

7 mitment, and coordination of all orchestra members, not just their 
ividual talents. 


What /s Innovative Leagdersnipr 


CHAPTER 


Conductors “orchestrate” those elements, inspiring their musicians to produce 
exceptional performances. Good conductors are technically skilled; brilliant 
conductors embody the music. The magic happens when the conductor and 
the musicians merge into one interconnected being, and that gestalt touches 
and captivates the audience. 


You can conduct your team to give world-class results every time they perform 
Innovative Leadership is the key difference between a command performance 
and mediocrity. 


The Leader-Follower Relationship 


It is important for innovative leaders to understand followership and enhance 
leader-follower relationships. After all, without followers, who are you leading: 


You (as a leader) work with your team (the followers) to: 


- Convey and embody a vision, mission, and culture to accomplish the 
organization’s greatest potential; 


- Inspire, motivate, and engage; 
- Develop resources to expand organizational capacity; 


- Create an environment of mutual support that maximizes value 
creation; and 


- Develops all employees to optimize their potential. 


Your team, in turn, gives its best effort to accomplish the mission in collaboratiot 
with you. Innovative followers are active members of the team who contribute 
new ideas and new approaches to achieve success for individuals, the team, anc 
the organization as a whole. They see the highest potential of the team and its 
members and actively contribute to deliver that potential. | 


As with our music analogy, brilliant music only happens when everyone works 


together — listening, learning, sharing, and supporting each other; that’s how © 
legendary concerts are born. It’s hardly a coincidence! | 


your organization, it is important that you, as a leader, consider the needs 
the followers and give every reasonable effort to enable them to thrive and 
liver their best. The followers pay it forward by actively supporting the team 
achieve your organization’s vision and mission. 


ep this in mind: leadership and followership roles can ebb and flow, regardless 
a person’s title. Each of your team members (including you) might lead or 
llow at any given time, depending on the situation and a particular team 
ember’s knowledge, skills, abilities, and attitudes. When you build a trusting 

d cohesive team, you can seamlessly pass the baton to ensure success. 


he Opportunity for Innovative Leadership 


ith the extraordinary rate of change in today’s world, leaders with an 
bsolete perspective often unintentionally damage their organizations. At the 
ry least, their outdated algorithms create a disadvantage with competitors. 
ere’s an example: according to Gallup’s State of the Global Workplace: 2023 
port, employee engagement worldwide is very low: only 23% of employees 
e actively engaged in their work. This largely stems from old, disproven 
ader attitudes, such as a belief that socializing at work reduces productivity. 
reality, forging friendships among coworkers has a significant positive impact 
employee engagement. And more employee engagement results in more 
roductive work! 


sallup found in 2022 that since the start of the pandemic, having a “best 
Fiend” at work has had an even more significant impact on essential outcomes 
— like workers’ likelinood to recommend their workplace, intent to leave, and 
verall satisfaction. Moreover, with growing issues of anxiety and depression, 
est friends at work have become lifelines who provide crucial social 
onnections, psychological safety, collaboration, and support for each other 
rine times of change. 


As 


snovative leaders understand how the field of leadership is evolving. They 
tay current on trends in employee engagement, workplace well-being, and 
sadership research. They encourage supportive work relationships because 
hey understand that these relationships boost engagement and productivity 
nile helping reduce anxiety and depression. 


In short, they go beyond theory, implementing what they learn. Innovative 
leaders update their leadership practices to operate from the latest 
frameworks. Staying “leadership fresh” makes them more adaptable, their 
mindsets are more flexible, and they are more capable of taking calculated 
risks. They also understand the importance of creating a shared mutual 
purpose and aligning all aspects of their organizations with that purpose. 


Are you ready to take the journey to develop those qualities? 


There Is a Difference: Innovative vs. Traditional Leaders 


What differentiates an innovative leader from a traditional leader? You can see 
their differences in this table: 


A TRADITIONAL LEADER 


Is mainly guided by a desire for personal | Is guided by an altruistic vision of success 
success (and tangentially by organizational | and provides humble guidance based 
SUCCESS). | on performance and the value of the 

| organization’s positive impact. 
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Decides in a “command and control” style; | Leverages the team for answers as part of 
thinks the leader has all the answers. | the decision-making process; knows the 
leader may not have all the answers, but 
the team can help. 


bh a _ +—- io 
i 
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Picks a direction in a “black/white” manner; | Perceives and behaves like a scientist: 
tends to dogmatically stay the course. | identifies what questions to ask; continually 
experiments, measures, and tests for 
improvement; and continuously explores 
and adapts new models and approaches. 


eae t , 


Focuses on being technically correct and in Enthusiastically curious: constantly learning 
charge. and developing self and others. 
Manages people by being autocratic and Engages, motivates and inspires people 
controlling. through strategic focus, mentoring 
& coaching, and emotional & social 
intelligence. 


A TRADITIONAL LEADER AN INNOVATIVE LEADER 


Focuses on the numbers; uses quantitative Pays attention to performance, customer 
measures to drive those numbers. satisfaction, employee engagement, 
community impact, and cultural cohesion. 


Conducts long-term planning. | Continually scans the environment for risks, 
opportunities, and emerging trends. 


he Innovative Leadership Framework 


dividuals who want to elevate their capabilities and update their leadership 
lgorithm can use the /nnovative Leadership Framework. This framework guides 
ou through a self-discovery process to identify your own purpose and values. 
Inderstanding vision and values is the foundation of leadership, so first, we 
ssess and reflect on who we are as a person and as a leader through multiple 
pnses. Then, we can create a plan to develop ourselves in the context of our 
ganization. Finally, we lead — more effectively — using our newly enhanced 
Padership algorithm, supporting our organization to deliver its mission. 


here are seven elements to the Innovative Leadership Framework which we 
ill discuss in subsequent chapters (see Figure 1.1): 


The 5 Inner Circles (Encompassing the Elements of Leading Oneself) 


- Leader Type reflects your core predispositions, traits, and 
attitudes. This impacts who you are as a leader, how you respond 
to stress, and how people will experience your leadership. 


- Developmental Perspective is your “meaning-making,” or how you 
make sense of experiences. The algorithm you use to make sense 
of the world influences your thoughts and actions. 


= Mindset is a set of beliefs, attitudes, and assumptions that create 
your mental framework which guides your thoughts and actions. 


= Resilience is your ability to remain flexible and focused, adapting in 
the face of change. Your organization can be resilient, too, helping 
it achieve its strategic goals. 


= Skills and Behaviors are your specific abilities and the actions 
you take. They often involve both technical competencies and 
interpersonal abilities. — 


The Outer Circle (Encompassing the Elements of Leading Others) 


= Organizational Context and Situational Analysis are ways of 
understanding the interaction between yourself, company culture, 
your actions, the organization’s systems and processes, and the 
broader eco-system. Balancing and aligning all those factors 
facilitates sustainable change. 


- Lead Followers and Organization is the goal! This book aims 
to help you with this part of the framework — to lead in an 
innovative, ethical, and engaging fashion. Leadership and 
followership happen together — like a beautiful dance, leaders anc 
followers collaborate to support the overall mission. These roles 
can be fluid, and are not title based. 


Leadership development starts with understanding yourself. This book helps 
you do exactly that: the following chapters dive into each of the elements A 
above, so you can understand what they are and how they work. There are als 
reflection questions, enabling you to see those elements within yourself and 
develop them further. In short, you'll get the who, what, when, where, why, an 
how of an innovative leader and a courageous follower — and your strengths 
within those roles. 


What Is a “Learning Mindset”? 


Think of a mindset as a mental attitude that determines how you interpret and 
respond to situations. A Learning Mindset is an attitude of openness to new 
experiences, to believe you can and will learn, and to grow and develop from — 
your experiences intentionally. It includes how you think about and approach 
opportunities. Leaders with a Learning Mindset see opportunities for learning 
in all aspects of their life: at work, at home, and at play. That’s an obvious edge 
compared to people who are closed to learning! . 
| 


etting the Most from This Book 


ur goal is simple: to help you become a better leader. That’s why this book 
designed to meet you where you are in your leadership journey: as an 
dividual studying and developing independently; as part of a small group that 

ets together to discuss the lessons; or as a member of a larger group working 
ith an instructor, facilitator, consultant, mentor, or coach. Though this book 

as written with mid-level leaders in mind, we believe that this text is relevant 

nd useful to everyone at every stage of professional and personal growth, no 
atter your position or title, who wants to develop their leadership knowledge, 
ills, and effectiveness. From student to C-suite, you'll find valuable 

formation to help you along that journey. 


s you take this opportunity to experience leadership development firsthand, 
onsider what you hope to get out of this book. Understanding your intentions 
nd expectations, setting your goals, and reflecting upon the relevance and 
pplicability of the information to your life will help you achieve your desired 
otential. 


ach chapter of the book includes reflection questions designed to guide you 
ough the process of developing your abilities as an innovative leader. Use 
is sequence to get the biggest benefit: 
Gi: Read Intently 
Read the chapters thoroughly; in each one, we introduce and illustrate 
an integrated set of concepts for each element of our Innovative 
Leadership Framework. 


ion 


ie 


“2. Contemplate and Reflect 

Think about the reflection questions at the end of each chapter. We 
. created each one carefully so you can contemplate some meaningful, 
a real-life implications on your leadership. You can reflect on your own or 
invite friends and colleagues to join you and add their thoughts. 


3. Link Your Experience 

As you build your understanding, you will begin noticing habits and 
conditioned patterns that present obvious opportunities for growth. 
Though you may experience personal resistance along the way, you 
will discover new and positive strengths. As you become more adept 
at using these ideas, you will find yourself increasingly engaging 
proactively with the concepts and increasingly able to respond to 
situations requiring Innovative Leadership with greater capacity. 


nce you have completed the process, you will have created a plan to grow as 
innovative leader. 


A Note on Al in Your Leadership Journey 


As you navigate the ever-changing business and 
leadership landscape, you must stay ahead of the 
curve and embrace new technologies to help you 
grow and evolve as a leader. The most influential tech of 

the 21st century so far is artificial intelligence (Al). Al refers to the ability of 
machines to learn and perform tasks that would typically require human 
intelligence, such as speech recognition, decision-making, and problem- -solving 


It seems to have tendrils in nearly every aspect of modern life — and leadersht 
is no exception. In fact, knowledge of A! will be an absolute requirement 

for your career: it may simply be an office tool to improve efficiency or a 
specialized app your company uses to make widgets. At the very least, it can 
dramatically help you become a better leader with custom coaching. 


We believe Al will be so integral to leading in your lifetime that you'll see a 
special section like this one at the end of many of the following chapters. 
That section highlights how you can use Al in learning or executing that 
chapter’s topic. 


Test it, reject it, embrace it: how you deal with Al now can directly affect its 
future...and yours! 


_.- What are the top five events and choices that brought you to where 
you currently are, both professionally and personally? 


- What stands out in the list you just made? Are there any surprises or 
patterns? 


_- How did these events and choices contribute to buying and using this 
; book? 


= What impact would you like to have as a leader on your group or 

8 organization? What about the impact you would like to have as a 
member of your current team(s), whether as a leader or a follower? 
How will reading this book contribute to your success? 


. egar por la incertidumbre y aprender con agilidad, claves en el trabajo del futuro 
Navigating Complexity and Learning with Agility: Keys for the Future of Work] by David 
nwoodie, Suzie Lewis, and James Ritchie-Dunham (Harvard Duesto Business Review) 
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novating Leadership: Co-Creating Our Future 


bason 5 Episode 48: “Evolve to Execute: Leadership Maturity” 


jnovative Leadership: Co-Creating our Future 
8-F 38: “The Power of Passion & Perseverance: Four Levels of Grit” 


>r our list of references and additional resources with clickable links, 
> to www.!|nnovativeLeadershipEssentials.com. 
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IS X THEN Tov'RE 
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TO REPORT THE 
ICEBERG — SHIFT 
ENDS IN 2MINS. 


You CAN KEEP 
YOUR STUPID BOAT 


You need to understand your followers to lead them effectively. 
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CHAPTER 2 


Followership and Follower Types 


Followership 


Leadership has been a critical aspect of organizational success for centuries, 
but it is increasingly important for leaders to embrace new approaches to 
leadership. One of these is understanding and appreciating followership. 
Without followers, there can be no leaders. 


“Every leader is first a follower.” Aristotle is said to have taught this more than 
2300 years ago, but it is no less true today. This perspective can be interpreted 
in two different ways. It can mean that you must first be a follower before 
becoming a leader, or that leaders should keep foremost in mind that they are tc 
listen to, respond to, and serve the needs of others. While other interpretations 
have value, it is particularly important to bear the second interpretation in mind 


Followership can be defined as the activities practiced and contributions 
made by individuals who are not in positions of authority, whereby they exert — 
influence to accomplish organizational goals. 


Follower Types 


| 
Followership has been addressed in some detail by several different individuals. 
Our co-authors, Erin Barry and Neil Grunberg, considered three approaches 
to followership to create an integrated model (see Figure 2.1). The Barry & 
Grunberg model: 


Ve Includes the dimension of engagement, ranging from low to high 
engagement, specifically: isolate, bystander, participant, activist, 
diehard; 


vs Adds a dimension of alignment ranging from not aligned to aligned 
with the leader or organization, including the fact that followers require 
courage to support or oppose the leader or organization; ; 

By Indicates the importance of adapting to different situations, contexts, i 
and individuals to achieve desired goals. : 


} 


Participant 
Bystander 


Low isolate 
ENGAGEMENT ENGAGEMENT 


(Passionately committed) 


Participant 


Activist 


gure 2.1: Barry & Grunberg model of followership types. Note: as follower engagement 
treases, they either align (and support) the leader or don’t align (and oppose} the leader. 


o 
ie engagement dimension is based on the work of Robert Kelley and the work 
* Barbara Kellerman. Kelley identified five different follower types based on 

vo dimensions: a dimension ranging from dependent to independent thought 
1d a dimension ranging from passive to active involvement. Kelley’s five types 
followers: 


&. Passive followers are dependent on others, do not think critically, and 
~ show passive behaviors when working with themselves and others 
(“the sheep”). 


2. Conformist followers are dependent on others and do not think 
critically but are more active in their behaviors (“yes people”). 


@ Alienated followers are independent of others, can think critically, 
~~ and show passive behaviors (i.e., those that have seen too much, are 
negative, and/or have lost their power). 


he Effective followers are those that are independent of others, can think 
critically, and show active behaviors when working with others (“the stars”) 


Pragmatic survivors are those that adapt to the situation (“canary in 
the mineshaft”). 
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Kellerman also proposed five types of followers; these ranged along a 
dimension from low to high engagement, which was similar to Kelley’s 
dimension of involvement. Kellerman’s five types of followers: 


1. Isolates are not engaged at all and are physically or psychologically 
absent. 


2. Bystanders are physically present but do not engage or contribute. 


3. Participants are present, engaged, and contribute; they are the most 
common type of follower. 


‘4. Activists are present, engaged, contribute, initiate, and offer 
suggestions (they are the closest to innovative followers). 


= Diehards are present and so passionately engaged that they are “all 
~ in,’ no matter what. 


Barry & Grunberg’s consideration of courage and alignment is based on Ira 
Chaleff’s emphasis on the importance of followers having the courage to step 
up and contribute or to offer comments, criticisms, and alternatives. Chaleff 
identified seven different ways followers can engage and be courageous by 

- assuming responsibility for self and the organization 


- serving the leader through hard work 


- challenging others through the sense of what is right even through 
discomfort or conflict 


- participating in transformation when change is needed 
- taking moral action when they have to stand against the leader 
- speaking to the hierarchy through awareness of the organization 


» 


- needing leaders to listen to followers to be able to support conditions 
of courageous followership 


| 


| 
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Vhy Followership Is Relevant to Innovative Leadership 


here are two.reasons you, as an innovative leader, need to understand 
lowership and follower types. First, leaders who understand the follower 
/pes of the members of their teams and organizations are most likely to 
ptimize the performance of the individuals, groups, and overall organization. 
econd, leaders who understand their own follower type are most likely 

3 Optimize positive interactions with the members of their teams and 
rganizations. 


his understanding is particularly important during times of crisis. Leader and 
power types tend to be exaggerated under stressful conditions. 


Vhen you know the follower types of your team members and organizations, 
Ou can more effectively understand, motivate, and meaningfully engage each 
erson to everyone's mutual benefit. For example: 


) _- With followers who tend to be isolates or bystanders, focus on 
motivating and getting them involved. 


- With followers who tend to be participants, give clear direction and 
reward their actions. 


- With followers who tend to be activists or die-hards, align them with 
your vision and designated mission. 


Ince you understand your team and have each member in their ideal role, 
hey’ ll help achieve your stated goals. Those roles fluctuate depending on you 
s the leader: 


; - When you are confident about your vision but time is limited, you'll be 
; well served by making aligned followers more prominent. 


= When you desire alternative approaches and have time to consider 
4 them, it is most appropriate to make the views of those not aligned 
more prominent. 


= When followers perceive your visions or activities are not in the best 
interest of the group, then the followers must muster their courage to 
present alternative views. 


‘ 
i 
A 
is s also important for followers to recognize when they need to adapt to 
-_ team and organizational outcomes. 


FROM OUR FILES: THE POWER OF FOLLOWERSHIP 


Jordan led a large organization with a multibillion-dollar budget. They are a 
highly evolved leader who cares deeply about their followers’ success and 
engagement at work. 


Their organization’s focus changed during COVID, though. Like most leaders, 
Jordan needed to deliver services differently. The pandemic required rapid 
change, which calls for all hands to help with implementation, so Jordan 


created a strategy to engage all types of followers. 


Jordan involved followers in helping to refine the approach to accomplishing 
the mission. These followers served as champions for the new approach 
they co-created. The champions, in turn, engaged isolates and bystanders by 
demonstrating the new approach worked effectively. 


Jordan also carved a clear path to ensure everyone understood this was a jointly 
formed strategy with co-created tactics. Jordan knew — and expressed — that 
all followers provided input and believed in the process. This approach of 
soliciting input to accomplish a new mission in a new environment helped the 
full range of followers adapt to the changes, successfully achieving their goals. 


When you understand your own follower type, you're more likely to interact 
positively with your team as its leader. You'll also optimize input from the team., 
For example, leaders who tend to be activist followers need to be aware of 
when to step back and listen to the input of others. Leaders who tend to be 
bystanders or participant followers must monitor situations to know when to 
step up and encourage engagement from others. 


As a leader, you also need to be aware of the extent to which you are aligned 
(or not) with your organization and how you convey your opinions to your 
team members. Remember, too, that no matter how high up the leadership 


chain you rise, you are also a follower with regard to the system in which 
yOu operate. 


sing Followership Principles to Create an Innovative Culture 


light of the importance of follower engagement to achieve goals, you must 
eate a culture of engagement and psychological safety, build trust, and 
brace accountability. 


‘eate a culture of engagement and psychological safety. This means 

bstering an environment where followers feel valued, respected, and heard. 

bu can accomplish this by encouraging open communication, valuing diverse 

erspectives, and creating opportunities for followers to contribute to the team 
d, thus, to the organization’s successes. 


y Edmonson focuses on this topic and found that cultures that have low 
ychological safety with low-performance standards create apathy within 
eir organizations, whereas low psychological safety with high-performance 
andards creates anxiety. When psychological safety is high but performance 
andards are low, people are comfortable and don’t need to push themselves 


want to create cultures with high psychological safety and high- 
formance standards to create a learning environment where people can 
tinually experiment and grow. Psychological safety can be increased by 
hodeling engagement with members of the team and organization while also 
owing understanding through active listening. It also requires you to be 
nclusive when interacting with others and during decision-making processes 
id for followers to be willing to step up and be a part of that conversation. 


wild trust. You must understand the importance of building trust to become 
nore effective and innovative. Trust is essential for building strong relationships 
etween leaders and followers. We enter every trust relationship as both the 
stor and trustee; while attempting to gain the other person’s trust, we are 
Iso trying to determine how much we can trust them. 


NaryJo Burchard proposed six dimensions of trust: 


i: Authenticity — When someone can take your words and actions at 
face value and not feel that you are withholding information. 


2 Safety — When someone feels safe, secure, and protected. 


:. zi Consistency — When you can trust a predictable pattern of behavior. 
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4. Dependability — When someone ge: you will keep your promise: 
and confidentiality. 


5. Ownership — When someone believes you will feel the weight of the 
outcomes, and when they pass it to you, you will take full responsibility 


6. Competence — When someone believes you have the skill needed to 
do what is expected. 


Embrace accountability. This means taking responsibility for your actions 
and decisions and being willing to accept feedback and criticism. People who 
embrace accountability are more likely to build trust and foster engagement 
within their teams and organizations. 


When you practice these three strategies, you create teams and organizations 
in which all members of the team — leaders and followers — can be 
courageous because they are encouraged to contribute meaningfully and 
innovate for the good of their teammates and organizations. 


Remember that we each can lead, and we each can follow depending on the 
situation, mission, personnel, and resources. That is not to say that there are 
no positional leaders and followers within each group. It is, instead, meant to” 
highlight that Innovative Leadership values and encourages contributions, 
new perspectives, and creative ideas from al/ team members, which requires 
leaders to “step aside” or to “follow” when appropriate, and for followers to 
“step up” and lead or innovate when appropriate. By understanding follower 
types, you can build trust, foster collaboration, and optimize contributions 
from all team members. 
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EFLECTION QUESTIONS 

= What is your dominant follower type? 

"> Whyis it important to understand others’ follower types? 

- How does understanding followership and follower types help 
you improve your ability to communicate, collaborate, and build 
psychological safety and trust? 

- Which elements of followership should you pay particular attention to 
for your own development and the development of others with whom 
you interact professionally and socially? 

- = How does understanding leadership and followership help you increase 


your sensitivity to the unique needs of your followers during times of 
significant change? 


IVE DEEPER 


he Courageous Follower: Standing Up to and for Our Leaders by Ira Chaleff 


c dcast Episodes 


- (CHAPTER 3 > 


Leader Type 


The Enthusiast 


1e Loyalist 


1e Investigator 


Knowing your leadership type is a foundation for leading others. 
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CHAPTER 3 


Leader Type 


AAND ORGANIZ 27, What kind of leader are you? 
oss Way 


That’s important to know: 
understanding yourself is the 
very foundation for continually 
adapting, developing, and 
growing. Despite that, it’s taken 
a very long time to define the 
different types of leaders. 


Historically, we viewed leaders as 

heroes (or villains), emphasizing 
particular physical attributes, 

rere sent knowledge and skills, charisma, 

" commanding presence, and | 

communication styles. This heroic 

individual emphasis gave way in the mid 20th Century to three leader type 

styles: autocratic, democratic, and laissez-faire. Then, over the past 50 years, — 

many more leader types were identified, including adaptive, authentic, servant 

shared, transactional, transformational, and, of course, innovative! | 


What Is Leader Type? 


Leader Type reflects core predispositions, traits, and attitudes. These attributes 
influence who you are as a leader, how you respond to stress, and how people 
experience your leadership. This understanding, as with the ancient Greek 
adage — “Know thyself” — is essential because it provides insight into your 
“default” attitudes and behaviors, allowing you to adapt appropriately to each” 
situation and the team members involved. | 
It significantly shapes your leadership effectiveness — but how can you know . 

which Leader Type describes you best? 


We recommend a two-pronged approach: self-reflection and objective 
assessment. 
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om taking a walk to clear your head to mindful meditation, there are many 
ethods for sélf-reflection. Looking inside yourself and examining your inner 
akeup enables you to function in a highly grounded way rather than operating 
ly from your innate biases, which inevitably lead to uninformed, reflexive, or 
conscious decision-making. While biases come in many forms, we focus on 
rsonality-related biases in the area of Leader Type. 


ere are several valuable tools to help determine leader types, including the 
neagram, Eysenck Personality Inventory, Eysenck Personality Questionnaire, 
innesota Multiphasic Personality Inventory (MMPI), Myers Briggs Type 
dicator (MBTI), Revised NEO Personality Inventory (NEO-PI-R), and True Colors. 


sing the Enneagram Assessment to Build Leadership Effectiveness 


le’l| focus on the Enneagram assessment as an example of a Leader Type 
sessment. While the Enneagram assessment is a tool for building leadership 
ectiveness, it is one tool among many. Depending on individual needs and 

rcumstances, other tools and strategies may be more appropriate. 


le Enneagram is a system of nine interconnected personality types, each with 
own strengths, weaknesses, motivations, and levels of health. By identifying 


ur Enneagram type, you gain insight into your leadership style and how to 
e it more effectively. 


e Enneagram assessment can help you: 


= Understand your strengths and weaknesses as a leader. The 
Enneagram points to your core motivations and fears, which opens 
awareness of your strengths and weaknesses as a leader. This self- 
awareness helps you harness your strengths and work on your areas of 
growth. 


= Identify areas for personal growth and development. Each Enneagram 
type has a path of integration (growth) and disintegration (stress). 
By being aware of these paths, you can actively work towards your 
healthier state and be wary of behaviors that may surface under stress. 


‘ = Develop a more nuanced understanding of team dynamics and how 
to lead diverse teams effectively — this helps you create an environment 
that plays to the collective strengths, values, and motivations of the group. 


- Know your followers’ types. You'll have a broader perspective on whai 
drives them, so you better understand, motivate, and communicate 
with diverse individuals. 


- Communicate effectively. Different Enneagram types prefer to receive 
information in different ways; you can tailor your communication for 
maximum impact, and better motivation. 


- Identify your own preferred leadership style. Knowing how you 
gravitate as a leader also gives you insight into how others might 
receive it. You can refine your approach to better serve your followers. 


The Nine Enneagram Types 


You are unique. But understanding all nine types provides a valuable framework 
for understanding not just yourself but the different leaders and followers 
around you. 


Type One: The Perfectionist 
As leaders, Perfectionists are often driven and conscientious, with a strong 
sense of responsibility and a desire for order and efficiency. They strive for | 
high standards in themselves and others (hence the Type label), and can be: 
very detail-oriented. On the other hand, they may struggle with delegation, 
preferring control over the work, and may be very critical of their team's 
performance and their own. . 


Type Two: The Helper 
Helpers are often empathetic and supportive leaders, with a strong desire — 
to help their followers succeed. They tend to be very good at building 
relationships and creating a positive team culture, but may need help 
setting boundaries and saying no to others. They may also avoid conflict, 
sometimes resulting in unresolved issues and tension within the team. 
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Type Three: The Achiever 
Achiever leaders are often highly ambitious and goal-oriented, with a 
strong desire to succeed. They may be very focused on achieving results 
and highly competitive, pushing their team members to excel. They may 
need help slowing down and balancing achieving their own goals at the 
expense of other vitals, such as team culture or work-life balance. 


Oy Sage fmt = Nay 


pe Four: The Individualist 

; As leaders, Individualists are often highly creative and innovative, with a 
strong desire to forge something unique and meaningful. They may be very 
attuned to the emotions of their team members and very supportive of 

_ their followers’ individuality. However, they may struggle with accepting 


_ Criticism and be highly sensitive, sometimes impacting their ability to lead 
__ effectively. 


pe Five: The Investigator 
An Investigator leader is often a highly knowledgeable expert who wants to 
understand complex concepts and systems. They tend to be highly analytical 
and very independent; due to their preference for working alone or in small 
~ groups, they may feel disconnected from their team members. They may 
struggle with communication and explaining complex concepts to others. 


pe Six: The Loyalist 
Loyalist leaders are often exceedingly responsible and dependable, firmly 
__ loyal to their followers and their organization. However, they may be very 
risk-averse, preferring to stick to what is safe and reliable rather than taking 
_ chances on new ideas. They may struggle with decision-making and seek 
reassurance from others before deciding. 


pe Seven: The Enthusiast 

_ With the leadership mantle, Enthusiasts are often energetic and highly 
creative, with a strong desire to explore new ideas and opportunities. They 
_ may be very good at inspiring their team members and keeping the work 
environment exciting and dynamic. However, they may need help with 

~ follow-through and staying focused on a particular task or project. 


pe Eight: The Challenger 
~ |n leadership positions, Challengers are often highly assertive and decisive. 
~ They want to lead their team members to succeed. They may excel at 

: making tough decisions and pushing their team members to achieve their 

A ' goals, but may struggle to delegate tasks to others. Challengers sometimes 
~ come across as overly controlling or aggressive. 

LA 

yi ype Nine: The Peacemaker 

Rounding out the types, Peacemakers are often empathetic and patient 

- leaders, with a need to create a harmonious work environment. They may 
be very good at mediating conflicts and finding common ground between 
team members. Peacemakers may need help asserting their needs and 

boundaries; they sometimes avoid conflict at the expense of addressing 


$ critical issues within the team. 
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Each of these types has unique characteristics, strengths, and weaknesses that 
define how we approach leadership. It is important to note that leader type is | 
not about labeling or categorizing individuals. Instead, it is about understanding 
the complex and nuanced characteristics, preferences, and predispositions thai 
inform how we lead. 


| 
Why Is Leader Type Important? . | 


Everyone is unique, and no single "correct" leader type exists. But by 
understanding your type, you can identify your strengths and weaknesses and 
develop strategies for leading more effectively. 


Leader Type is also vital because of diversity’s role in effective leadership. You 
can’t be as effective if you have a team full of only Enneagram Type Ones. 
Teams with diverse perspectives and leadership styles are often more resilient | 
and adaptable than teams with singular approaches. By cultivating more | 
diverse and inclusive teams, your organization can better adapt to changing 
circumstances and be more innovative. 


Leadership is a journey, not a destination. Effective leaders constantly learn 
and grow and are willing to adjust their approach as circumstances change. 
Different situations and teams may require different approaches to achieve 
their goals. As a leader, you may need to adapt your approach to be more 
effective. In order to adapt, you'll need to embrace self-reflection and seek 
feedback from others to continually improve your leadership skills and 
positively impact your teams and organizations. 


How to Use Leader Type to Become a More Effective Leader 


Once you better understand your leader type, you can identify your strengths” 
and weaknesses and develop strategies for leveraging and addressing them. A 
naturally outgoing and charismatic leader may use these traits to build strong 
relationships with team members and inspire them to achieve their goals. 
However, that same person may need help with Organization and planning. 


With leader type identified, you'll learn to adapt your leadership approach to 
various follower, team, and stakeholder needs, Team members may respond 
differently to each leadership type, and someone who knows their leader type 
can adjust their approach to best meet the team’s needs. | 


ROM OUR FILES: LEADERSHIP BY THE NUMBERS 


/ery is an introverted leader. Despite being highly successful as a leader, some 
2ople view Avery as less “leaderly” than expected. 


(hy? As an Enneagram Type 6, a Loyalist, Avery likes to sit back and observe — 
) think before speaking. But they're more successful when they attend client 
ieetings with Jose, an outspoken and joyful extrovert. Jose’s Type 3 (Achiever) 


2rsonality provides a model, helping Avery express a more extroverted role, 
specially in situations where their positional power positively impacts the 
teractions. 


very proves knowledge is power. Knowing their Enneagram type, Avery 
dntrasts it with the organization’s expectation that a “leaderly” leader 

olds the behaviors of either a Type 3 or 8. That enables Avery to modify 
yeir behavior in key situations to fit the mold the organization looks for. By 
nderstanding personality types, Avery always has an archetype or model to 
ork toward in situations requiring a “leaderly presence.” 


} 


Boys 
sing Al with Your Leader Type to Become | 
n Even More Effective Leader ; 


nce you understand your leader type, you can use Al to Identify your 
rengths and weaknesses more quickly and accurately; it can also provide 

ear-real-time feedback and insights to help you improve your performance 
d that of your team. 


ere are six sometimes surprising ways Al applications can work with your 
ader type to enhance your effectiveness: 


a Personality Profiling: Al-powered tools can administer assessments to 
team members and generate comprehensive profiles. By understanding 
: the individual personalities of your followers, you gain insights into 
their strengths, communication styles, motivations, and preferred 

work environments. This knowledge helps you tailor your leadership 
approach, assign tasks more effectively, and foster better collaboration. 
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Team Composition and Dynamics: A! can analyze the personalities 

of your team members, providing insights into team composition and 
dynamics. By examining the compatibility and diversity within the 
team, Al can suggest strategies to enhance team performance, identif: 
potential areas of conflict, or recommend ways to balance strengths 
and weaknesses. 


Communication Style Analysis: Special Al systems will analyze 
communication patterns and provide feedback on individual 
communication styles. They detect nuances in language, identify 
potential misunderstandings, and suggest ways to adapt your 
communication style to different individuals. You'll convey your 
message more effectively and build rapport with team members. 


Conflict Resolution: Al assists in conflict resolution by analyzing 

the individuals involved, identifying common sources of conflict, 

and suggesting effective resolution strategies. By considering the 
preferences, communication styles, and motivations of each person 
involved, Al provides guidance on managing each conflict and finding 
common ground. 


Coaching and Development: Al-powered coaching platforms 

provide personalized guidance to team members. These tailored 
recommendations are for professional development, leadership skills, 
and team building activities. In this case, Al is helping you support the . 
growth and development of your team members in a more targeted 
and effective manner. 


Decision-Making: Al can provide data-driven insights to support 
your decision-making process as a leader. Al algorithms can analyze 
your followers’ strengths, expertise, and potential biases to offer 
recommendations for task assignments, promotions, and team 
restructuring. 


However, it is essential to note that using Al in leadership does not replace 
human interaction, nor should it make final decisions. While Al can provide 
valuable insights and support, it is ultimately up to you, the human leader, to | 
make that final decision and take responsibility for the outcome, | ‘ 


EFLECTION QUESTIONS 


- Using the Enneagram numbering system, where would you place 
yourself? 


= Does this type of information help increase your level of awareness 
regarding your habitual patterns, strengths, and growth opportunities? 


- How can you use this type-based information to guide how you interact 
with others to improve your ability to lead and motivate followers? 


- Would an increased use of type knowledge help improve your team's 
effectiveness by promoting discussion among team members about 
preferred roles and communication styles? 


-- Aswe implement Al and other technology systems, how will your 
understanding of your type and your followers’ types help you 
communicate and interact with them more effectively? 


_ = How will your understanding of your followers’ types help you build 
trust and create psychological safety with individuals and across groups? 


VE DEEPER 


a 
ep Living: Transforming Your Relationship to Everything That Matters Through the 
aneagram by Roxanne Howe-Murphy 


mneagram by Roxanne Howe-Murphy 


” ov vating Leadership: Co-Creating Our Future 
son 4 Episode 20: “Using Enneagram Assessment to Build Leadership Effectiveness” 
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Perspectives 


WE'RE HEADING 
THIS WAY | 


= Your developmental perspective guides how you see the world and what you do. 


Al 
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Developmental Perspectives 


goinnd TELE, “Yesterday | was clever, 

so | wanted to change the 

world. Today | am wise, s« 
! am changing myself.” 


Jalal al-Din Rumi wrote those 
words 800 years ago, and they 
remain true today. An Innovative 
Leader continually learns, adapts, 
grows, and develops. Your 
developmental perspectives adapt 
and grow with you. The world you 
see around you now looks very 
different than when you were a 
toddler — and different from just. 
few years earlier in your career! 


Therefore, it makes perfect sense that these developmental perspectives 
will influence your relationships with other people: team members, peers, 
supervisors, clients, and the like. And relationships are key to leading. 


What Are Developmental Perspectives? 


Developmental Perspectives are the ways we sense and interpret the world 
around us; think of them as your worldview. We develop both horizontally and 
vertically. Horizontal development means increasing your general knowledge : 
and abilities. Vertical development refers to increasing understanding of | 
complexity, improving emotional maturity, and expanding openness to new 
ideas and approaches. 


A plethora of elements shape your perspectives: culture, education, family 
upbringing, mentors, traumas, personal experiences, even a book or movie tha 


resonates with you. Any of these can push you from horizontal development t 
vertical development. 


e good news: you don’t have to wait for “life to happen” to grow. You can 
celerate your vertical development through intentional actions, specific 
actices, training, reflection exercises, stretch assignments, exploring cultures 
edback, and coaching from leaders with advanced perspectives. Some 
ganizations are designed to promote vertical development; they are referred 
as deliberately developmental organizations (DDO). 


, 


velopment doesn’t happen overnight. It takes years because changing how 
u interpret and react to the world takes a significant shift in your meaning- 


aking algorithm. Typically, when leaders focus on their development, they 
€ two to five years to shift levels. 


Our complex work lives, endless distractions vie for our attention. Holding 
bse to a robust model for personal development helps us focus our energy 

our growth. That framework also provides a common language and, most 
nportantly, allows leaders to map where they are now with where they need 
| want to be to accomplish their goals. 


vader Type & Developmental Perspectives 


ile leader type is generally constant, you can grow and evolve your 
bvelopmental perspective. Indeed, great leaders continue to develop over 


ne. Your developmental perspective can become a valuable differentiator in 
adership effectiveness. 


nis model helps us clarify how leaders develop individually and applies to the 
ganizational level to help select and train leaders more effectively. 


¥ 


ne Leadership Maturity Model and 
evelopmental Levels/Perspectives 


SELF- 
svelopmental perspectives ACTVALIZATION 
odels indicate that, over SLSR 


me, people tend to grow 
progress through several 
stinct stages of awareness 
\d ability. One of the most 
ell-known developmental 
odels is Abraham Maslow’s 


Fig. 4.1: Maslow’s Hierarchy of Needs 


Hierarchy of Needs — a concept explaining the levels of human needs, both 
psychological and physical. As you ascend the steps of the pyramid, you can 
eventually reach self-actualization. Self-actualization represents the pursuit of 
personal growth, self-fulfill ment, and realizing your full potential. | 


The Developmental Perspective Levels 


You’re no doubt eager to figure out your current level and the potential levels | 
awaiting you. We'll start with a level people commonly hit in their teens or 
early adulthood. We’re using the descriptive names of the Leadership Maturity 
Framework (LMF), numbers from the STAGES Model, and names used in the 
Rooke and Torbert article published by Harvard Business Review. 


The Group-Centric Level (2.5, Diplomat) 


This level is about conforming and belonging. People at this level follow 
the rules and norms and observe hierarchy. They conform to social 
expectations, work to group standards, seek membership and approval, 
and appreciate outward signs of status as a sign of approval. They attend 
to the welfare of their group; those who are not like them are the "other". 
and, therefore, outside their circle of concern. They avoid conflict. Group- 
Centric people think and often speak in generalities. Feedback is taken as 
disapproval because their driving value is to gain approval and be included. 


Example: Think of a typical teen coming-of-age movie. In the film Clueless, 
the main characters, Cher and Tai, focus on their peer group. They look 

at the group’s actions to determine their actions. They try to meet the 
"expectations" set by the organizations in their lives (peers, parents, and 
school), fit into the culture, and do what everyone does. Belonging is the 
key to success; standing out or having a different opinion feels risky. | 


The Skill-Centric Level (3.0, Expert) 


This level focuses on comparing se/f to others and perfecting skills. 
Individuals at this level focus on competence in their area of interest and — 
improving techniques and efficiency. They aspire to quality standards 
and are often heavily invested in their way as the only way. Decisions are ~ 
made based on incontrovertible “facts.” Given their focus on problem- , 
solving and detail, they can get caught in the weeds and not see the big 
picture necessary to prioritize among competing demands effectively. 
All-consuming attention on being right can make them critical of and : 
competitive with others. They hear feedback about their work as criticism 
of them as a whole person. i 
‘ 


a 


Example: Remember Dwight Schrute from The Office? He’s very much 
Skill-Centric: he points out when others make mistakes and tries to correct 
them so they can meet his standards. A Skill-Centric’s development efforts 
focus on building expertise. As a result, they usually have a "better" opinion 
unless they are in the presence of a subject-matter expert. 


e Self-Determining Level (3.5, Achiever) 


This level focuses on analyzing and achieving to deliver results effectively. 
Individuals at this level look toward longer-term goals and initiate rather 
than follow expectations. They value objectivity and scientific knowledge, 
seeking rational, proactive ways around problems. They often seek 
consensus — "agree to disagree" — and value mutuality and equality in 

_ relationships. Finally, they accept feedback to promote learning and success. 


Example: Clark Kent/Superman personifies the Self-Determining level well. 
He’s an achiever who continually drives to meet organizational goals. He 
works efficiently and effectively and continuously competes with himself 

and others to drive the best results. He also makes long-term plans, is open 
to new learning, and becomes more reflective. 


e Self-Questioning Level (4.0, Individualist) 


This level focuses on the self in relationship and contextualizing their 
experience. Individuals at this level are concerned with the difference 
between reality and appearance and have an increased understanding 
of the complexity and unintended effects of actions. They question their 
assumptions and views, realize the subjectivity of beliefs, and talk of 
interpretations rather than facts. They can play different roles in different 
contexts and begin to seek out and value feedback. 


> 
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Example: Compared to Clark Kent/Superman, Diana Prince/Wonder Woman 
_ takes development to a new level. As a Self-Questioner, she is constantly 

~ inquiring, challenging assumptions, and staying aware of the limitations 

~ of conventional thinking. She focuses on creating an environment where 

~ everyone feels valued. She is committed to appreciating value from 

_ different perspectives. 


Self-Actualizing Level (4.5 Strategist) 


; This level is about integrating and transforming self and systems and 
recognizing higher principles, complexity, and interrelationships. Individuals 
at this level are aware of the social construction of reality — not just rules 
and customs. They are problem-finding, not just doing creative problem- 
solving. They are aware of paradoxes and contradictions in self and systems 
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and learn to appreciate others deeply. They demonstrate a sensitivity to 
systemic change and create positive-sum games. 


Example: Oprah Winfrey is an example of someone who grew to her self- 
actualizing level. The alternative term “strategist” fits her perfectly: she 
continually evaluates her personal and company strategies against long- 
term industry trends, cultural changes, and global economic conditions 
while embodying her values and using herself as an instrument of 
transformation. She is self-aware and firmly anchored in her principles 
while maintaining the ability to adapt based on context. 


The Importance of Developmental Perspective 


Developmental perspectives significantly influence how you see your role 

and function in the workplace, interact with others, and solve problems. 

This is important because the algorithm you use to make sense of the world 
influences your thoughts and actions. 

Some specific benefits of focusing and reflecting on where you are within the 
levels include having knowledge that can: ; 


guide you in determining your personal development goals and action 
plans by helping to understand the next step in either enhancing 
your abilities at the current perspective or growing into the next 
perspective; . 


- help you build a communication strategy and approach to stakeholder 
groups and departments as well as individual stakeholders and | 
followers; 

- help you understand your followers’ perspectives and craft solutions _ 
that meet the needs of all stakeholders; : 


- help identify which successors to groom for growth opportunities; 


- be used as a tool when determining which individuals and team ; 
members best fit specific roles by considering their skills and 
developmental perspective; and ; 

- help you create interview questions in the hiring process to illuminate. 
key behaviors required for success in the job. | 

: 


e Developmental Perspectives model can inform your leadership 

pvelopment journey and help you better understand the followers you 

ad. When you understand how someone perceives the world, you can 
mMmunicate with them more effectively, motivate them, and provide guidance 
at aligns with their values and beliefs. This understanding also helps you 
entify their strengths and weaknesses, so you can assign tasks accordingly 

d build a more effective team in the process. 


either you nor your team members are stuck in one stage forever. People 

n move between stages — forward and backward, depending on their life 
bnditions — throughout their lives. These stages are neither hierarchical nor 
dgmental. Each stage simply represents a different way of perceiving and 
eracting with the world, so every stage has its strengths and limitations. By 
derstanding the characteristics associated with each level, you can better 
derstand the needs and perspectives of your team members and tailor your 

Dproach to support their growth and development. 


itical Facets of the Developmental Perspectives 
en using Developmental Perspective frameworks, please remember: 


= Development does not mean that more developed people are "better" 
people; organizations can use the vertical development framework 
as an additional tool to help match people to job roles, in addition to 
considering their experience and skills. Developmental perspective is a 
mechanism to evaluate fit for a role along with skill fit and cultural fit. 
People who test at the later stages will likely be mature enough to be 
effective in key leadership roles within large, complex organizations. 


se - People evolve through levels. There is no skipping of levels, though 
x people do move through the different levels at varying paces. 


= Several organizations offer credible developmental assessments. 
Individual scores generally range across three to five levels — not just 
one level. The score reflects an individual’s center of gravity, leading 
edge, and lagging edge. This range reflects healthy development. 


= Keep ethics in mind. This is just one factor, one data point, in painting 
a picture of a whole person. It’s not a judgment but a tool to use 
alongside a suite of others to assess yourself and your followers, finding 
not just ideal roles now, but knowing how to guide future growth and 


development. Weigh developmental perspective along with work 
history, job performance, personality assessments, and other importan 
elements. Of course, be respectful of privacy and confidentiality; many 
people feel these assessments are deeply personal. 


Applications for Leaders 


There are many ways to use knowledge of developmental perspectives to lead: 
and follow more effectively. Here are some specific applications: 
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Tailor communication style: Different stages of developmental 
perspectives may require different communication styles. For example: 
individuals at the diplomat stage may need specific instructions, 

while someone at the strategist stage may require more open-ended, 
creative approaches, and latitude to design their own approach. 
Tailoring your communication style to match the developmental 
perspective of your team members builds better relationships and 
achieves better results. 


Improve decision-making and problem-solving: Understanding 
developmental perspectives can help you improve decision-making an’ 
problem-solving. By recognizing that your team members approach 
these activities from different perspectives, you can bring together 
diverse perspectives to create more robust and practical solutions. Thi 
understanding can lead to better outcomes for the organization as a 
whole, too. 


_ Encourage diversity and inclusion: Knowing developmental | 


perspectives can help create more diverse and inclusive teams. By 
embracing people's different perspectives on the world, you can creata 
a culture that values and respects different ways of thinking and being: 


This helps create a more welcoming and supportive work environment 
for all team members. 


- Foster team member growth and development: You can use 


knowledge of developmental perspectives to foster personal growth 
and development among your team members. 


A 


a: 


_ 5. Identify strengths and growth opportunities: Understanding team 
members' stages helps you identify their strengths and weaknesses 
relative to the tasks they are trying to accomplish (fit-for-role). For 
example, someone at the diplomat stage may be highly skilled at 
following rules and norms. In contrast, someone at the individualist 
stage may be highly creative and innovative. By identifying these 
strengths and weaknesses, you can assign tasks and responsibilities 
that play to your team members' strengths, increasing productivity 
and overall team success. Where team members have growth 
Opportunities, they can work with you to create development plans. 


€. Support growth and development: Recognizing someone’s 

___ development stage gives you the insights to provide guidance, 
coaching, mentoring, training, and other support tailored to team 
members’ needs at different levels. 


Build leadership capacity: The developmental models offer a strong 
tool to enhance your own self-awareness. You can assess your current 
level of maturity and where you need to be to best accomplish 

your professional goals. From there, you can engage in your own 
development process. 


8. Determine fit-for-role: Certain developmental levels are ideal for 
~ particular roles. A visionary big-picture strategist may not be the best 
choice for repetitive, highly-detailed microscopic widget assembly! 
As mentioned in the “Facets” section above, remember to consider 
multiple factors in addition to a person’s developmental stage. 


nderstanding developmental perspectives is critical to improving individual, 

m, and organizational effectiveness and impact. Knowing how people perceive 
nd make sense of the world, you can tailor your communication style, identify 
re ngths and weaknesses, foster personal growth and development, encourage 
versity and inclusion, and improve decision-making and problem-solving. 


artificial intelligence evolves, you'll also be able to use Al-powered 
sessments, personalized development plans, coaching, augmented reality 
aining, and natural language processing. This gives you targeted feedback and 
port tailored to your specific needs and stage of development. 


in the human side, you'll also feel more personally fulfilled as a leader; 
ctively using these developmental models boosts your ability to inspire, 
tivate, and support your team. 


How Can Al Facilitate 
Vertical Development? 


Al can be a powerful tool for helping you (and your 
followers) grow through developmental perspective 
levels. Here are some specific ways: 


Ge ’ Al-Based Assessments: A! can develop the assessments that help you 
~ better understand your current stage of ego development, as well as 
the development of your team. 


» Personalized Development Plans: Based on the results of these 
assessments, Al could then create personalized development plans 
tailored to a person’s specific stage of development. 


) Coaching to Augment Human Coaches: Ai can guide you as you work | 
through your development plan. This coaching cantake the most 
convenient form for you, such as chatbots or virtual assistants that 
provide real-time feedback and support tailored to your needs. 


ce Augmented Reality Training: This type of training uses Al to create 
realistic simulations of complex scenarios you might face in your work.. 
Simulations can be customized to your specific stage of development 
and provide a safe space for you to practice new skills and behaviors. 


) Natural Language Processing: Al can analyze the language you use in - 
your communications. This provides insights into your level of cognitive 
complexity, emotional intelligence, and ability to handle complexity ani 
ambiguity. Then you receive targeted feedback and support while you | 
develop your leadership skills. | 


= | 
if 
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REFLECTION QUESTIONS | 


- As you read about developmental perspectives, which levels resonate 
most for you? 


- Think about your next promotion: what developmental perspective 
level will be required for you to perform effectively in that role? 


- Are you a good developmental fit for your current role? If not, should 
; you bein a more senior role or a more junior role? 


= As you review the levels, how might you shift your communication style 
i to work more effectively with followers, colleagues, and partners who 
__. operate at different developmental perspectives? 


- Does your developmental perspective range support you in leading 
complex technology and Al changes? 


- Have you seen one or two things people at later perspectives do 
differently than you do? What steps can you take to close this gap? 
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Mindsets 


WELL, AT LEAST HE'S HIGHLY 
AUTHENTIC AND PRACTICES 
SELF -REFLECTION. 


~ Your mindset impacts how you see yourself and the world, and is a foundation for your behavior. 
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eAARD OREAN a7 70 The magician and illusionist Harr 

A Houdini performed amazing feat: 
that seem impossible to this day. 
But there’s a very simple secret t 
his success: mindsets. 


senor; VTLS Perspect A mindset is a set of beliefs, 
<a uy attitudes, and assumptions 
creating the mental framework 
that guides your thoughts and 
actions. 


Magicians and illusionists 

we employ their own mindsets of 
discipline and achievement to ste 
underwater in chains for minutes 

at a time and perform other astonishing acts of endurance. And they exploit 

our mindsets to believe their impossible illusions are real. 


Fo 
“<OweERS up one 


Your use of mindsets is no less important. Leadership is more than having a tit 
or position. It is about having a mindset that enables you to inspire, guide, anc 
support yourself and others to achieve common goals. Now, more than ever | 
before, we need to adapt to new ways of working on and leading our teams. 
To succeed, we need to develop new mindsets that enable us to navigate the 
complexities of our changing workplaces. 


In this chapter, we discuss the mindset that underpins your actions. Moving & al 
organization forward only happens when leaders are able to inspire followers 
follow them. Mindsets are relevant to making this happen. 


RO oye 


hat Are Leadership Mindsets? 


2 identified seven mindsets that influence your effectiveness as a leader. 
is Innovative Leadership Institute Leadership Mindsets Model draws on the 
velopmental model you read about in the previous chapter (Developmental 
les Specifically, our mindsets model aligns with the strategist's 
elopmental perspective. Each mindset holds a corresponding set of 
haviors. All seven are measurable and can be effectively used to facilitate 
ur developmental growth. 


ember, a mindset informs how you make sense of the world. And the way 
see the world drives how you behave. While few people operate entirely 
m the strategist perspective, adopting their characteristic behaviors is a 
y to work toward that level. It also provides insights into what highly mature 
ders generally experience while working at their highest potential. 


» table below details the seven mindsets and their associated leadership 


TABLE 5.1: ILI (INNOVATIVE LEADERSHIP INSTITUTE) 
ENR MINDSETS MODEL™ 

re ofessionaly ) Cares more about the organization’s success than their 
jumble own success and image 


= Committed to their personal and organizational mission as a 
“north star.” It’s a focal point for where to invest their energy 
| in service of making a positive impact and leaving a legacy. 


- Cares more about the team, organization, and results than their 
| personal image. 


= Gives credit to others. 


= Puts individual and organizational principles ahead of personal gain. 


Is unstoppable and unflappable when ona mission 


= Commits fully, drives hard, and focuses, but is not overly focused 
or stubborn. 


- Stays the course under pressure and also dares to change course 
when a better approach emerges. 
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A 360-Degree Takes a systems view — understanding the context and 
Thinker | interconnectedness of systems when making critical decisions 


= Understands the systems, constraints, and perceptions, as well 
as the near-term, long-term, and secondary impacts of strategy and 
decisions; also understands how to transform them to deliver 
meaningful results. 


| = Balances competing commitments of multiple stakeholders. 


| = Hasa strong commitment to continuous personal learning and 


building systems within the organization that promote learning. 


- Understands cross-organizational impact and interconnections 
across multiple complex systems. Makes highly informed decisions 
considering implications across broad contexts. 


- Thinks in terms of systems, constraints, and perceptions when 
focusing on transformation. Considers context as a foundation for 
| | _ Critical decisions. 


ER Te ee a. ee ee ee eS 


intellectually Develops interests, expertise, and curiosity beyond the job and | 
_ Versatile organization: life-long learner 
| - Despite a devout commitment to the job and the organization, is 
always interested and involved with areas beyond their comfort zone. . 


- Takes particular interest in their ecosystem, including industry-wide _ | 
activities, political developments, and the international landscape. 


- Uses external interests to make an impact, enhance their legacy and” 
provide balance in life. | 


SUanNSEEEEEEEEEEEEEEEE Eee 


Highly Not constrained by personal image but highly focused on | 
Authentic and individual behavior i 
Reflective 


i 


- Highly committed to personal growth and development, and 
growing and developing others. | 


- Extremely open to feedback and non-defensive. 
= Seeks out discussions and feedback even in uncomfortable situations. 


-- Manages emotions in the most challenging situations. Understands 
the impact and contagious nature of emotions, develops skills to 
recognize and manage them, and relate to others productively. 


- Maintains perspective in times of stress, taking a long-term view an 
remaining vision focused. Difficult situations challenge them less 
than others. ; 


- Demonstrates emotional courage — willing to confront challenging ; 


situations. . 


- Continually looks for ways to enable the team and organization to 
improve its ability to meet its mission more efficiently and effectively, 


eke: 


ager pret rererenneteernereceeerecmreresperresees Grereenrremecenemecncemeecnerenmnmenaemramenesices 
Inspires | Has a remarkable ability to connect with people at all levels of 
Followership __ the organization to create a shared vision 


- Understands that change is necessary to sustain the team and 
organization's ability to meet its mission. Knows the steps to 
managing change and helping the organization overcome its resistance. 


- Diffuses conflict without avoiding or sidestepping the source of 
the conflict. 


| = Uses humor effectively to put people at ease. 
| 


- Relates toa broad range of people and understands their motivators 
and stressors. 


| - Connects projects to individual goals while working to overcome 
barriers. 


patent idee hiner alah seep tit Snider tatiinampeicisineinmrrelanti tallest ata aod 


- Provides valuable feedback to others in a manner that is supportive 
of the cealeede s sone and See 


ted ss ee ee 


Innately _ Welcomes collaboration in a quest for novel solutions that serve 
Collaborative __ the highest outcome for all involved 
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| = Seeks input and values diverse points of view. Synthesizes multiple 
perspectives Into new solutions. 


- Creates solutions to complex problems by developing new 
approaches that did not exist, pulling together constituents in novel 
ways, and synthesizing broader and more creative alliances. 


- Understands that in times of extreme change, input from multiple 
stakeholders with diverse viewpoints is required to fully understand 


the complexities of the issues. | 


fhy Are Leadership Mindsets Important? 


rst, Leadership Mindsets enable you to navigate complex and uncertain 
vironments. In today's world, change is constant, so you need to adapt 
dic a to new circumstances. Mindsets such as humility and commitment to 


cond, Leadership Mindsets enable you to connect with and inspire your 

am. Inspiring followership, as well as authentic and reflective behaviors, are 
ssential to building strong relationships and creating a culture of trust and 
spect. When team members feel valued and heard, they are more likely to be 


Third, these mindsets enable you to drive innovation and growth. For 
example, the intellectually versatile and innately collaborative mindsets 
are necessary to create a culture of continuous learning and improvement. 
Leaders who embrace an intellectually versatile mindset are more likely to 
enable their teams to take risks and experiment with new ideas (in other 
words, to be innovative!). 


Developing Leadership Mindsets 


We don’t want to mislead you: developing Leadership Mindsets is not easy. 
Changing an underlying belief is different from building a skill. You spent 

a lifetime shaping the way you see the world; that won’t shift overnight. 
Here are some strategies that can help you develop those seven essential 
Leadership Mindsets: 


1. Learn from others: seek mentors and role models who embody the 
"mindsets you want to develop. Observe how they approach challenges 
and interact with others. Ask them to explain their thoughts and 
why they made their choices. Try to identify the internal beliefs and 
attitudes that drove their behavior. What did they see? Why did they 
act as they acted? Don’t be shy about this; most people are happy to” 
share their wisdom and experiences. 


2. Practice self-reflection: examine your thoughts, beliefs, assumptions, 
~~ and behaviors. Ask yourself whether they are serving you well or 
holding you back. Challenge yourself to adopt new perspectives and 
ways of thinking. 


ao Seek feedback: ask your team members, peers, and superiors 
~ for honest feedback. Encourage them to inform you when you 
demonstrate behaviors associated with the mindsets, and when you 
don’t. Stop and reflect immediately — ask what you thought, felt, or 
believed that enabled you (or, on the flip side, that challenged you). | 
You can shift your beliefs by building on your positive beliefs and . 
feelings and learning where your negative beliefs are a barrier. 


ch) Educate yourself: read books and articles, listen to podcasts, and 
~~ engage with other resources focusing on leadership development and 
the mindsets you want to develop. Attend workshops and conferences 
that focus on developing Leadership Mindsets. Participate ina . 
leadership development course, or hire a coach for more personalized 
one-on-one learning. : 
' 


ss Create a learning culture: as a leader, you can create a culture of 
learning within your team and organization. Encourage your team 
members to explore their own mindsets and the results they produce. 
When we examine the impact of our mindsets, we can become aware 
of suboptimal impacts and reinforce the new mindsets — celebrating 
mindset and corresponding outcome successes and failures are 
opportunities for growth and learning. 


. Embrace discomfort: developing new mindsets can be uncomfortable 


and challenging. Embrace this discomfort and use it as an opportunity 
to learn and grow. 


Practice mindfulness: take time daily to practice mindfulness exercises 
such as deep breathing, meditation, or yoga. These exercises can help 
you develop greater self-awareness and empathy for others, as well 

as the ability to reflect in the moment, supporting evolving mindsets. 
BONUS: An abundance of medical research shows physical benefits to 
mindfulness practices, too. 


Foster diversity and inclusion: develop an inclusive mindset by 
actively seeking out and valuing diverse perspectives among your team 
members. Encourage open communication and collaboration among 
team members from diverse backgrounds and those with different and 
innovative ways of thinking. 


_ Engage a leadership coach: this person can help you understand your 


developmental journey by helping you reflect on your progress as well 
as planning your development as a leader. This person can help you 
recognize your — and your team’s — potential. 


4 Take assessments: to better understand your strengths and 


opportunities, take coach-administered assessments to help identify 
your leadership mindset and developmental perspective. 


summarize: developing Leadership Mindsets is essential for success in 
day's fast-paced and ever-changing world. Mindsets such as humility, 
90-degree thinking, intellectual curiosity, and innate collaboration enable 
Ju to navigate complexity, connect with and inspire your team, and drive 
novation and growth. Developing these mindsets requires self-reflection, 
edback, learning from others, and embracing discomfort. As a leader, you 
create a culture of learning and inclusion within your organization by 


D 


eloping these mindsets. You can inspire, guide, and support yourself and 


ur team to be future-ready leaders and create a future-ready organization. 


Developing Mindsets Using Al 


Al can help you develop the leadership mindsets 
you need to thrive in our fast-paced and ever- 
changing world. Here are some ways to use it: 


: ie Identify Areas for Improvement: As with your vertical development, 
Al-powered assessment tools can help identify your strengths and 
weaknesses as a leader. An added benefit to Al assessments is that 
these tools can analyze data from various sources, such as performan 
metrics and personality assessments, generating personalized feedbac 
and guidance on improving your leadership skills. 


Recommend Learning Tools: Al-powered learning platforms adjust _ 

your learning experience based on your needs and preferences. Like | 

the assessments above, these use data from various sources, includins 
job performance metrics, to identify learning opportunities and sugee 
relevant content. 


Inspire Followership: Al’s sentiment analysis tools help you understank 
your team's emotions and perspectives. These tools analyze data from 
various sources, such as chat logs and social media activity, to identify 
trends and patterns in your team members’ feelings. This can help you 
develop greater empathy and build stronger relationships with your tear 


Develop 360-Degree Thinking: Al excels at predictive analytics and 
idea generation; these tools identify information from a rangeof 
sources, help you understand interconnected systems, and anicioad 
and prepare for future challenges by analyzing past data to identify — 
patterns and trends. This is a great boon in making data-driven 


decisions and developing proactive strategies to address potential ok 
and opportunities. 


——————— 


EFLECTION QUESTIONS 


_- Do you focus on achieving the best outcome for your organization 
above being right or perfect? 


“= Are you fully committed to doing the work to accomplish challenging 
goals? 


- Are you willing to adjust direction based on new information? 


- Are you curious and committed to staying informed on a wide range of 
topics that directly and indirectly impact your organization? 


~= Do you continue to innovate your thinking and behavior and help 
others grow and develop while building a culture of learning and 
innovation in your organization? 


_= Do you build trust by communicating openly, honestly, and 
empathetically understanding the challenges your team faces during 
change? 


- Do you encourage others to share their candid input? 


eading Post-Pandemic and Beyond: Innovative Leadership” by Erin Barry, Neil 
unberg, Maureen Metcalf, Carla Morelli, and Michael Morrow-Fox (Cutter) 


inovative Leadership Institute Insights Blog October 15, 2015 Post: 
leadership 2050 Competency Model” 


fa vative Leadership Institute Insights Blog October 11, 2021 Post: “Are You a 
iture-Ready Leader?” 


CHAPTER 5 Mindset 


Books 


Reinventing Organizations: A Guide to Creating Organizations Inspired by the 
Next Stage of Human Consciousness by Frederic Laloux | 
| 


Podcast Episodes 


Innovating Leadership: Co-Creating Our Future 
Season 1 Episode 14: “What Does the Leader of the Future Really Look Like?” 


Innovating Leadership: Co-Creating Our Future 
Season 7 Episode 29: “The New Role of Leadership in a Hybrid Workplace” 


ee 


aders we need to surf the waves of change and have enough energy left to lead our followers. 
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CHAPTER 6 


Resilience 


otAND ORGANI Zq>/ From Gloria Gaynor’s iconic “I 
46% Will Survive” to Kelly Clarkson’s 
“What Doesn’t Kill You Makes 
You Stronger,” many artists have. 
sung about getting up again aften 
a fall. Giants in history — Helen | 
Keller, Mahatma Gandhi, Martin | 
Luther King, Jr, and most recent!) 
Greta Thunberg — have embodie 
this will to bounce back from 
difficult, even dire, obstacles andl 
challenges. 
*o a It’s called resili dit'sa 
“owes guy orcn® s called resilience, and it's | 
mental superpower that gives | 
you the ability to rebound from | 
setbacks, adapt to change, and _ 
thrive during and after adversity. This chapter explains resilience, why it's 

essential, and how to develop it as a leader. 


- BEHAVIORS. 
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What Is Resilience? 


Resilience: Noun. The capacity to adapt to challenges and difficulties; mental 
flexibility in the face of obstacles or external demands. | 


That’s the technical definition. In practice, there’s more nuance to resilience _ 
for a leader. First, its strength depends greatly on your physical, psychological, 
and social well-being. Second, resilience can be amplified by antifragility, a | 
relatively new term that means not only bouncing back from challenges but 
improving because of them. And third, you must also be adaptable in your 


leadership approach and remain focused on your strategic goals (although ho 
you attain them is flexible). | 


Addressing all aspects of resilience is critical to managing stress and increasin 
your baseline capacity to function in stressful environments. The ultimate goa 


t 


id 
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resilience is to “thrive” — that is, to become stronger after facing adversity 
d challenges. 


silience can be developed and strengthened over time. As a leader, facing 
allenges and obstacles is inevitable. Your ability to bounce back is critical to 
ccess. 


,OM OUR FILES: DO THE IMPOSSIBLE 


e CIO of a major state university asked Maureen about the tension between 
pport and challenge. How much support should they give to enable people to 
ow, and how do they balance that with the inevitable challenges of the job? . 


ie ClO’s instinct was simple: let the team /earn to do hard things by doing 
ird things. 


ang true to Maureen. Every successful leader Maureen has worked with 
complished something they never imagined possible. Sure, they made 
istakes and felt embarrassed by how they faced the challenges. Yet, one 
nsistent outcome emerged with every single leader: they built enough 
silience to move forward. 


ch leaders send a strong message to their followers by modeling resilience. 
1d because of their own stumbles and embarrassments, these effective 
iders create a psychologically safe environment. We’re more able to do hard 
ings when we trust our leaders to support us. 


hy Is Resilience Important? 


Isilience is essential for leaders because it helps us navigate difficult situations 
id overcome challenges. Resilient leaders can maintain their focus and 
tivation amid setbacks and adversity. They’re also better equipped to adapt 
ichange — an ever-present constant in today’s work environment. 


ong the elements essential to leadership, Resilience is unique; it integrates 
sth the physical and psychological aspects of Leader Type, Developmental 
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Figure 6.1: Elements of Resilience 
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Our Resilience model has four categories: 


Improve Physical Well-Being 
Mindful Thinking 
Lead from the Heart 


Enhance Relationships 


These categories are interlinked and must be balanced to create long-term 
Resilience. 


Perspectives, and Mindset, creating the foundation of a leader’s inner stability 
This foundation enables you to demonstrate fluidity and endurance as you 
adapt to ongoing change. There’s.a wonderful side effect, too: your resilience: 
contagious; it infects the people around you, positively impacting others. 


Resilience also builds trust and credibility with your team. Demonstrating 
it shows your team you can handle challenges and setbacks, which inspires 


confidence in your leadership. 
Resilient leaders set an examples 
for their team, showing them het 
to bounce back from whatever 
difficulties cross their path. 


Underlying Resilience is the 
necessity to be physically and 
emotionally healthy in order 
to do an excellent job asa 
leader. In addition to physical 
and emotional health, the | 
resilient leader has a clear sense 
of life purpose, exceptional { 
emotional intelligence, and : 
strong supportive relationships. . 
Those are deeply personal traitsé 
as a result, for most people, 
enhancing Resilience requires 
personal change. 


aders we work with often say they are too busy to take care of themselves. 
ding the balance between self-care and meeting our daily commitments 
hallenging! Yet, leaders are their own most essential instruments of 
dership, so caring for yourself is crucial. Most people fall short of their 

less and self-care goals and, over the long term, make choices for or against 
Bilience and personal health. These choices are sneaky: “I don’t have time for 
ch-today” or “It’s easier if | schedule these meetings in place of my morning 
Ik this week.” Those little decisions are cumulative: eventually, they take 

er. Make it a habit to prioritize self-care daily. 


ntrary to your let’s-skip-it-today thoughts, a little downtime to “sharpen your 

” boosts productivity and your leadership influence. Fortunately, as you 
prove your Resilience, you will think more clearly and have a more significant 
O positive impact on your interactions with others. Investing in Resilience 
Dports the entire organization’s effectiveness. 


to Build Resilience 


>) 
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following table has a few suggestions for building resilience. 


“ABLE 6.1: KEY§ To BUILDING & RETAINING PERSONAL RESILIENCE 


prove Physical Well-Being Lead from the Heart 


Understand what you stand for, and maintain 


e you getting enough 
4 5 : = focus. Ask: 


- What is my purpose? 


. - Am | actively living my life in alignment with 
i Healthy food my purpose? 


* : 
= Time in nature 


= What values do | hold? How do! live these 
values in my work and life? 


Do | have a practice that allows me to 
connect with my feelings and share them 
with others? 


How do | show compassion for my 
colleagues? 


Do | find opportunities to make a positive 
and uplifting impact in all of my interactions? 


5 


| Mindful Thinking 
Practice telling yourself: 

- Challenges are normal | - Say things simply and clearly. 

and healthy for any 


individual or 
organization, 


Enhance Relationships 


| ier 
| Practice effective communication: 


= Communicate with empathy. 


- Make communication safe by listening, 
inquiring, and being responsive. 


—— 


- My current problem is 
a doorway to an 
innovative solution. 


- Encourage people to ask questions and 
clarify if they do not understand your 


é message. 
~ | feel inspired by the 
opportunity to create - Balance advocacy for your point by 
new possibilities that did | inquiring about the other person’s 
not exist before. perspectives. 


- When you have a different perspective, seek 
to understand how and why the other 
person believes what they do in a non- 
threatening way. 


- When in doubt, share information and 
emotions. 


- Build trust by acting for the greater good. 


Remember that amplified form of resilience we mentioned at the beginning _ 
of the chapter? Beyond flexibility and adaptability, being anti-fragile means 

you can actually grow and thrive in our current environment of volatility, | 
uncertainty, complexity, and ambiguity (VUCA). This applies not only to people 
but systems as well. Anti-fragile systems not only survive under stress; they 
become more robust and adaptable as a result of it. Particularly in light of how 
exponential the growth and changes of artificial intelligence are hitting our 
work lives, embracing this mindset — and building anti-fragile systems, teams: 
organizations, and cultures — is a strategy for both success and career survive 


With VUCA growing exponentially, building resilience in your team is | 
undeniably essential. Your team members will face challenges and setbacks, 
and building resilience will help them navigate through these difficulties. 


Drawing from the table you just read, here are some ways you can build your 
team’s anti-fragile abilities: 


- Encourage open communication: Create a culture of open | 
communication where team members feel comfortable sharing their 
challenges and setbacks. This culture will help them feel supported — 
and help them work through their difficulties. Neurological studies — 

: 


have shown that the same areas of the brain responsible for the ‘fight 
or flight’ response also activate when a person feels rejection, In 
other words, your brain processes rejection and other unsupportive 
reactions to ideas the same way it processes the threat of a lion 
getting ready to pounce on you. As leaders, we need to understand 
this neurological reaction to create team environments that support 
positive reinforcement for open communication. 


Provide resources and support: Ensure your team members can access 
the resources and support they need to overcome challenges; this 

can include training, coaching, HR support, EAP (such as counseling 
services), and more. Employees — particularly those who know 

how to enhance their skills with Al and other tech tools — are more 
empowered than ever to find work that pays fairly and employers who 
treat them with dignity and respect. Providing resources shows your 
team members that you care about them as a whole person — not just 
a generic drone there to work for the organization. Our professional 
and personal lives overlap immensely, which means that when 

you struggle in one area, the other area can be affected. Consider 
what resources you can provide as a leader (and ultimately as an 
organization) to ensure your team members are mentally and physically 
healthy. A great starting point is to ask team members about their 
professional goals and how you can help them attain those goals — it 
may surprise you how many team members are positively impacted by 
this simple question. 


Celebrate successes: Celebrating successes, even small ones, helps 
build a positive team culture and boosts morale. This, in turn, helps 
team members stay motivated and focused, even during challenging 
times. When team members know they are appreciated, they are more 
likely to take their work seriously, even give it a little extra. Tie these 
celebrations in with the professional goals you asked them about, 
updates on how success impacts bigger team goals, the growth it 
spurred in their development, and so on. 


Foster a sense of purpose: Help your team members connect with the 
purpose of their work. Knowing their work is meaningful is yet another 
way team members are more likely to stay motivated and resilient, even 
when faced with challenges. More than ever, people long for purposeful 
employment; this is particularly strong in Millennials and Gen Z. 
Disillusionment from the COVID pandemic permanently realigned much 
of our thinking around work and the kind of contributions we each 
would like to bring to the world. Having a grounded sense of purpose — 
(or mission) helps us realign when facing challenges. 


Remember the overarching key point of this chapter: as our world becomes 
increasingly complex, resilience has become an increasingly important 
behavior for you to develop. Highly effective leaders pay attention to who the 
are, how they relate, and what they do. To reach optimal performance, you 
must manage your resilience and become anti-fragile, responding quickly to 
setbacks. This helps you navigate through difficult situations and overcome 
challenges while better equipping you to adapt to change and build trust 
and-credibility with your team. Developing resilience requires time, effort, 
and commitment, so be patient. You'll become more resilient and effective 
by prioritizing self-care, shifting thinking, leading from your heart, enhancing 
relationships, and becoming anti-fragile. 


How Can Al Help Leaders Build Resilience? 


Al technology helps leaders manage their workload, 
reduce stress, and make more informed decisions. 
Here are five more ways Al can help you build resilience: 


Scheduling and task management. Leaders often have a lot on their 
plate, so managing their workload can be a source of stress. If that’s _ 
you, let Al schedule and prioritize your tasks, manage your time more: 
effectively, and reduce feeling overwhelmed. These tools can also 
help you judiciously delegate tasks to team members, reducing your 
workload and freeing up time for self-care. | 


Predictive analytics for risk management. You need to identify and 
manage risks to avoid potential setbacks and crises. Al-powered 
predictive analytics tools can help identify potential risks and 

opportunities. These tools help you make more informed decisions ar 
reduce the impact of potential risks. | 


Mental health and well-being tools. All the tools in this list help you 
manage stress, improve your mood, and build resilience. But some Al 
tools specifically target your state of mind: meditation and mindfulne: 
apps, mood-tracking tools, and emotional support chatbots. | 


Decision-making. As a leader, you'll often need to make informed 
decisions promptly to avoid potential setbacks, delays, and crises. 
Al-powered decision-making tools help with that process by analyzing 
large amounts of data, identifying patterns, and making more informed 
decisions. You can also automate routine decisions with them, freeing 
up time for more critical decision-making. This has a cascade effect: 
seeing you use these tools, your team will feel more comfortable 
integrating them into their workdays, too. 


Feedback and performance evaluation. Al’s feedback and 
performance evaluation tools give real-time feedback on your 
leadership style, communication skills, and team dynamics. These tools 
help you identify areas for improvement, adjust your approach, and 
build your resilience over time. 


worth reiterating that Al technology can help with a key to resilience many — 
ot most — leaders ignore: prioritizing self-care. It’s not just the obvious #3 
h > list above; the others save you time and energy. These tools are quickly 
coming more sophisticated and helpful. However, be discerning and use Al 
‘any other tool, ensuring it can add value to the unique way you work. 


FLECTION QUESTIONS 
ere would you rank your resilience in each of the four categories? 


‘= How does increased resilience improve your effectiveness as a person 
and leader? 


What is your biggest resilience challenge? 


Think of areas in your life where you may indulge in negative thinking. 
What steps can you take to increase your mindfulness and replace 
negative thinking with positive thinking? 


If you are overly challenged, how can you build resilience skills to 
reduce your anxiety? 


CHAPTER 6 


-— What are you doing that supports or hinders building and maintaining 
friendships? What steps could you take to initiate or deepen those 
connections? 


-  |f you were to make progress on your biggest resilience challenge, wh 
small step could you commit to over the next month that will help yer 
improve your resilience? 


DIVE DEEPER 


Articles 
“Managing with the Brain in Mind” by David Rock (Strategy + business) 


Blog Posts 


Innovative Leadership Institute Insights Blog August 3rd, 2022 Post: “Innovati¥ 
Leadership: Moving Beyond Resilience to Antifragility” 


Books 


The Infinite Game by Simon Sinek 


The Social Ecology of Resilience: A Handbook of Theory and Practice by 
Michael Ungar 


Film 


It’s VUCA: The Secret to Living in the 21st Century directed by Chris Nolan 


Podcast Episodes 


Innovating Leadership: Co-Creating Our Future 
Season 8 Episode 36: “Facing Uncertainty: It’s VUCA” 


Innovating Leadership: Co-Creating Our Future 
Season 3 Episode 32: “Building Resilience: A Key Foundation for Change” 


Innovating Leadership: Co-Creating Our Future 
Season 4 Episode 36: “How Does the Brain Impact Leadership Resilience?” 
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CHAPTER  - 


Skills and Behaviors 


| KNOW IT'S TouéH. 
BUT YOU NEED TO 
BUILD UP YOUR SELF- AND 
SYSTEMS AWARENESS OR 
YOU WILL NOT PROGRESS. 


As leaders, we need role-based, industry, and transcendent leadership skills and behaviors. 
Weakness in any one area causes us to bea leadership “weakling.” 


(HAPTER F 


Skills and Behaviors | 


ot AND ORGAN a9, lon, 
“Tennis is mostly mental. Of 
course, you must have a lot 
of physical skill, but you can't | 
play tennis well and not bea 
good thinker. You win or lose 
the match before you even 
sida, go out there.” 
eae Venus Williams 
(March 2003 in O, 
The Oprah Magazine) 


The arena may be different, but in the workplace, as on the tennis court, you'r 
expected to have a particular set of skills and styles of behavior. Those can 
determine your success “before you even go out there” in a new role. This is a: 
the more true when you’re a leader. ’ | 
Leaders must demonstrate knowledge, skills, and behaviors relevant to their 
teams and organizations to achieve desired missions and goals. Followers 

can see your competence through your behaviors and impact on your team 
members and organization. This element of our framework is observable; whil 
the other aspects are about internal thinking and processes, your skills and | 
actions are visible and used to evaluate your success. : 


Let’s revisit the example of our conductor to help understand the skills and 
behaviors required for success. The conductor needs role-specific skills, 
including understanding how to play multiple instruments, what music to 
choose that best fits the musicians’ abilities, and the knowledge and behavio 
to conduct effectively. The conductor must also have transcendent leadership 
skills and behaviors, including inspiring the musicians to give their best. 
performances, solving problems or difficulties that may arise during rehearse 
and concerts, and providing resources to optimize success. , 


other words, leaders need leadership skills and competencies relevant to 
articular role, plus broader skills that apply to any role, such as decision- 
aking, problem-solving, emotional intelligence, and conflict resolution. 


: - Role-specific skills include industry-related knowledge, such as 
understanding the hospitality industry's operation, and functional 
expertise, such as hospitality finance or human relations. 

| 

| 


- Transcendent leadership skills include setting a vision and people- 
related abilities. 


- Leadership behaviors refer to the process of putting skills into action, 
especially transcendent leadership skills. To be competent, leaders 
need a combination of knowledge, skills, and adaptation to context 
(situations, personnel, resources) to put into practice, resulting in 
leadership behaviors. 


RSs EEO EE OTL Ll Let ae ee 


ile role-specific and transcendent leadership skills and behaviors are 

sential, their value shifts as you progress in your career. Transcendent 
adership skills and behaviors become increasingly necessary as you advance 
senior levels. We have seen people selected to move into leadership for their 
Hustry and role-based skills rather than their leadership behaviors. If they 

ild leadership skills, they will be effective as leaders. We have all seen brilliant 
lople in leadership roles damage their organization because they lacked 

Oper Leadership Behaviors, and we have seen other leaders continually 

have well and build ongoing organizational success because they consistently 
imonstrate Leadership Behaviors. 


IM OUR FILES: THE CEO CHECK-UP 


/a hospital CEO, Taylor needs healthcare-specific skills and Leadership 
shaviors. 


ylor’s professional journey began as a trauma surgeon. Those are powerful 

\t extremely role-specific skills. Leaving the operating theater for the C-suite, 
ylor must demonstrate healthcare skills; hospital ops skills to understand how 
e buildings, departments, and staff function; and Leadership Behaviors to 

ad people and the organization effectively. 


If Taylor lacks these skills, she and the hospital risk damage — even patient liv 


Early in her career, a mastery of surgery set Taylor apart from her peers. As 
she progressed into. senior leadership ranks and into the pinnacle role of CE 
effectively demonstrating Leadership Behaviors became her primary focus 
and the differentiator in the organization’s success. While Taylor never lost th 
ability to work as a surgeon, she now relies much less on those functional ski 
and more on leadership skills and behaviors to guide her direction and actio 


Knowing how and when to lean on role-specific and transcendent skills, and t 
Leadership Behaviors to act on them, makes for a healthy career trajectory. 


We use the Leadership Circle Profile (LCP) assessment as an integral part of tk 
ILI model. The whole model is described in Mastering Leadership: An Integra 
Framework for Breakthrough Performance and Extraordinary Business Results 


The LCP aligns with the Enneagram Leader Type framework, the Developmen 
Perspectives frameworks, and the leadership mindsets you read about in prick 
chapters. There are also other valuable models (e.g., Skillscope). 


Growing as a leader involves continually modifying your behaviors based on 
your organizational role, followers' needs, and the industry and organizationaé 
context. A clear framework and assessment tool allows you to measure your 
growth over time. 


What Leadership Behaviors Do | Need to Be Successful? 


The LCP tracks and measures core behavior patterns, underlying beliefs, 
established assumptions, and habits of thought. They fall into four broad 
categories of Leadership Behaviors shown in Figure 7.1: The Leadership Circle 
Profile assessment: Relationship, Task, Creative, and Reactive. 


Behaviors dealing with relationships 
and tasks are relatively self- 
explanatory: they are people- 
oriented or action-oriented, 
respectively. These distinguish 
between a leader’s role in relating 
to people versus doing leadership 
tasks. As a rule of thumb, think 
about an even split between these 
two crucial elements. They vary 
across roles and levels within the 
organization. In a sense, they’re 

© 7.1: The Leadership Circle Profile assessment: also the borders between ae 
Migaship, Task, Creative, and Reactive creative and reactive behaviors. 


bative behaviors focus on growth, development, and progress, while reactive 
aviors focus on protection and safety. Let’s explore them in more detail. 


bative behaviors include 


- Relating: Building robust relationships with your team members based 
on trust and mutual respect. Leaders who value relationships can 
create a supportive and collaborative environment. 


Self-Awareness: Understanding your strengths, opportunities, and 
blind spots. Self-aware leaders can leverage their strengths and address 
their opportunities for growth to become more effective leaders. 


3. Authenticity: Being genuine and honest with yourself, your followers, 
and your team members. Authentic leaders are comfortable with their 
vulnerabilities and can openly share them. 


a Systems Awareness: Understanding the complex systems and 
processes that drive the organization. Leaders aware of the systems 
can make more informed decisions that benefit the organization. 


., Achieving: Having a clear and inspiring vision of where you want to 
take your followers, team, and the organization and focusing on setting 
the strategy, making good decisions, and delivering results required to 
accomplish the purpose. 
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Reactive behaviors, on the other hand, include 


1. Controlling: The tendency.to micromanage and focus on details. 
Reactive leaders often need more trust in their followers and team 
members and may feel the need to control everything. 


2. Complying: The tendency to follow the rules and adhere to the statul 
quo. Reactive leaders may resist change and need to adapt to new 
circumstances. 


3. Protecting: The tendency to be defensive and avoid taking risks. 
~ Reactive leaders may prioritize safety over growth and development. | 


OOH! | CAN SEE | 
SOMETH ING 


GET DOWN HERE! 
You DON'T KNOW 
WHAT IT |s! 


‘ 
Being creative gives us more choices in anticipating situations and crafting our responses. 
When we are reactive, we have fewer options. 


Note that all leaders exhibit Creative and Reactive behaviors to some degree, 
The key is to develop more Creative behaviors while minimizing Reactive 
behaviors to become a more effective leader. That said, situations — such as 
a breaking crisis — require leaders to leverage reactive behaviors. The most 
effective leaders work to lead their organizations from the creative zone but 4 
ready to use reactive behaviors effectively when needed. 


ere eee) ee 
y Are Leadership Behaviors Important? 


dership Behaviors are essential because they drive impact. Effective 
Hership behaviors fuel team and organizational success; conversely, 

fective leadership behaviors steer you toward team and organizational 
function or failure. You’ve probably seen (or, sadly, experienced) leaders 

0 leave a trail of destruction in their wake: they consistently behave ina 
ner that damages their followers, teams, and even the entire organization. 
tis not the leader you want to imitate (or you wouldn’t have picked up this 
Dk), so let’s examine the behaviors of those other leaders — the ones who 
mote ongoing organizational success. 


en successful leaders exhibit Creative behaviors, they inspire and motivate 
ir followers to achieve great things. When leaders exhibit Reactive behaviors 
heir norm — instead of in exceptional circumstances only — they create a 
ure of fear and mistrust that holds the organization back. 


ative leadership behaviors can 

4. Build Trust: When you exhibit authenticity and build strong 
relationships with your followers, the resulting trust creates a culture of 
collaboration and innovation. 


a Drive Innovation: Expressing a clear purpose and vision with your 
followers inspires them to think creatively and take risks to achieve 
breakthrough results. 


3. Foster Growth: When you’re self-aware and understand the systems 
that drive your organization, you identify opportunities for growth and 
development and create a culture of continuous improvement. 


. Increase Engagement: By prioritizing relationships and creating a 
supportive environment, followers are more engaged and motivated to 
contribute their best work. 


Drive results: Couple a clear purpose and strategy with effective 
decisions, and you'll consistently achieve solid results. 
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Reactive leadership behaviors, in contrast, can 


1s 


Create Mistrust: When leaders exhibit control and compliance, they! 
can create a culture of fear and mistrust where team members feel _ 
micromanaged and undervalued. 


Stifle Innovation: When leaders prioritize certainty and conformity, _ 
they can discourage team members from thinking outside the box an 
taking risks. 


Limit Growth: When leaders prioritize protection and avoid taking 
risks, they can stifle the organization's potential for growth and 
development. 


Decrease Engagement: Team members can feel disconnected and | 
disengaged when leaders prioritize conformity and fail to build strong 
relationships. 


Deliver weaker results: Leaders and their teams who need more | 
purpose or the ability to make timely and effective decisions 
consistently produce suboptimal results. 


t 


Leadership behaviors are also important because they ripple throughout you! 
organization. For example, when leaders exhibit Creative behaviors, they can} 


inspire their followers to do the same, creating a culture of innovation and 
growth — but when leaders continually exhibit Reactive behaviors, they can 
inadvertently reinforce similar behaviors in their team members, creating a 
negative cycle of mistrust and stagnation. 


How to Develop Leadership Skills and Behaviors 


Developing your leadership skills and behaviors requires self-awareness, 
intentionality, and practice. Here are some steps you can follow: 


a 


_ Identify your strengths and blind spots: Use assessments to better 


understand your strengths and areas for improvement across the 
eight Creative Competencies in Figure 7.1. Leadership Circle, which — 
developed the Leadership Circle Profile figure, offers a free assessme 
and provides detailed information to support your development. Eve 
without a formal assessment, you can reflect on your own experier 
and feedback from others to identify patterns i in your behavior. 


Set intentions: Based on your assessment results, reflections, and 
feedback, set intentions for developing your Creative behaviors and 


minimizing your Reactive behaviors. Be specific and actionable in your 
intentions. 


3. Practice: Developing new behaviors requires practice. Look for 

_ Opportunities to practice your new behaviors in daily interactions with 
your team members. Seek feedback from others to help you refine 
your approach. 


Gs Reflect: Reflect on your progress and identify areas for further 
~ development. Use journaling or coaching to deepen your 
understanding of your behaviors and how they impact others. 


Repeat: Developing new behaviors is an ongoing process. Continuously 
assess your progress, set new intentions, and practice your new 
behaviors to continue growing as a leader. 


eloping leadership behaviors is not a one-time event. It requires ongoing 
mitment and effort to grow and evolve as a leader. With intentionality and 
ctice, you can develop the Creative behaviors that will inspire and motivate 
ir team to achieve greatness. 


yw Can Al Help You Develop Skills 
d Behaviors? 


ing new skills and adjusting behaviors can be difficult, but Al can make the 
ey a little easier. Here are a few ways. 


1) Self-Assessment: Leadership Circle Profile (LCP) is a powerful tool 

for assessing your strengths and areas for improvement across key 
leadership competencies. With Al, you could get real-time feedback 
on your leadership behaviors to augment the LCP as you conduct 
your day-to-day activities. It can provide real-time feedback on your 
communication style, decision-making, and other leadership behaviors 
by analyzing data from emails, chat messages, and other channels. 


©) Personalized Coaching: The traditional leadership coaching model 
involves one-on-one sessions with a coach who provides guidance 
and feedback on a leader's behavior. In addition to human coaching, 
Al can provide personalized coaching and guidance tailored to your 
specific needs and preferences by looking at your communication styl 
decision-making, and other behaviors. 


) Predictive Analytics: Predictive analytics uses data, statistical 
algorithms, and machine learning techniques to identify the 
likelihood of future outcomes based on historical data. In leadership 
development, predictive analytics can identify leadership behavior 
patterns associated with positive results, such as team engagement 
and productivity. By analyzing data from communication channels, 
project management tools, and other sources, Al can give you insights: 
into your behaviors and their impact on your team's performance. 


©) Decision-Making Support: Decision-making is obviously a critical 
leadership skill, but it can be challenging to make good decisions in 
complex and uncertain environments. Al can help you make better 
decisions by providing data-driven insights and recommendations. _ 
For example, Al-powered tools can analyze market trends, customer. 
feedback, and other data sources to recommend product developmer 
marketing strategies, and other business decisions. 


It's important to note that while Al can be a powerful tool for leadership | 
development, it is not a replacement for human intelligence and experience. 
should augment, rather than replace, human decision-making and leadership 
skills. Yet, as you’ve just read, Al can be a valuable tool to develop your skills _ 
and behaviors, providing you with insights and guidance to become more 
effective in your role. As Simon Sinek says, "Leadership is nota licensetodo 
less; it's a responsibility to do more." By embracing new technologies like Al ir 
conjunction with traditional tools, you can fulfill this responsibility and contin 
to grow and evolve as a leader. An added benefit: this hybrid development _ 
approach leveraging the right mix of Al tools and traditional methods will ‘ 
accelerate your development. y 


sss SSS 


FLECTION QUESTIONS 


- If you were to receive feedback on your leadership competencies, 
where would you excel? Where would you fall short? 


_-— What percentage of your behavior would an outside observer rank as 
Creative? Reactive? 


- Do you prefer task-focused activities? Relationship-focused activities? 
What is the percentage split you would assign to each? 


-— How do you use your understanding of leadership behaviors to select 
people to work for your organization? To develop your team? 


VE DEEPER 
essments 


adership Circle Profile Assessment 
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/ that you understand how to be and relate, what you do depends on your skills and work environment. 
Being able to align with that environment will dictate how effective you are. 
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CHAPTER 8 


Context and Situational Analysis 


The word “context” comes from | 
two Latin words which mean 
“weaving together.” This literal 
meaning is the basis for the 
modern definition: the setting or: 
circumstances around an event, 
idea, or statement. 


In other words, context is when 
and where interactions, events, 
and circumstances occur, includin 
leadership and followership. 
Context includes: physical, 
psychological, social, cultural, anc 
situational environments. . 


Going deeper: physical includes | 
the inside (are we hungry, tired, etc.?) and outside (are we hot, cold, etc.?). 
Psychological includes the behaviors, cognitions, and motivations that we | 
experience within a given situation. Social includes the numbers, types, 
and relationships among the people involved in the situation. Culture refers | 
to beliefs and practices of different groups of people based on tradition, 
philosophies, and so on. Situational includes availability or absence of 
resources, time, personnel, and the like — as well as stress. | 


Context also includes all the players within the meta-framework around that 
environment: you, your followers, other teams, the full organization, and eve 
your industry sector. | 


As a leader, you must consider the entire context to make thoughtful and 
informed decisions. You're responsible for aligning all of the individuals’ and 
organization's elements continuously. 


j 
That’s no small task. This chapter focuses on the core tool to help you with . 
that: the situational analysis process, which helps you understand context. Thi 
process takes into account the mutual interaction of self, culture, action, and 
systems to perform effectively and achieve desired goals. 


hat Is Situational Analysis? 


ots fly with a mindset 
led situational oR 


fareness.” It’s 

orthand for being 

snizant of every Seu 

ment in the airplane’s INTENTION ACTION 


vironment, inside and 
t. It helps pilots avoid 


nger in the first place CONTEXT 


Hmmm...a tornado 
ead; | better bank 
bund that”) and solve 


nergencies quickly 

en they do happen CULTURE 
.;. engine cut out. 
tl can glide to that Figure 8.1: Situational Analysis 
ture | spotted a mile back”). 


jJational Analysis is similar but broader (and, hopefully, with fewer tornados). 
-an ongoing process of analyzing and aligning yourself with your team and 
ganization. It’s an essential foundation for strategy and decision-making. 


Beased our Situational Analysis process on the Integral Model developed by 
ilosopher Ken Wilber, which maps mutual relationship and interconnection 
10ng four dimensions of human experience: self/intention, action, culture, 


d systems. 
“a 


e mutual interaction of self/intention, action, culture, and systems influence 
ch moment of our lives. All four essential dimensions shape our every 
perience. Situational analysis uses this four-dimensional view of reality to 
ey evaluate and respond to our dynamic environment. 


eems daunting, but as with anything new, it gets easier with practice. 
me, you'll cultivate simultaneous awareness of all four dimensions when 


g situational analysis. 


eo! 


Here’s a scenario to show how these dimensions shape a sample situation: 


The Scene: 


You’re announcing a project that will change 
your organization’s structure. 


The Scene’s Dimensions: 


Self/Intention (Upper-Left Quadrant, “Me”): You feel excited and 

a little nervous about today’s big meeting for your announcement. 
Thoughts race through your head about how best to make the 
announcement, knowing some people will be concerned and anxious 
about this change and how it will impact their jobs. 


Culture (Lower-Left Quadrant, “We”): You enter a familiar office culture 
of shared beliefs about what we do and how we accomplish our work. 
We have a common language to communicate and norms about what 
is acceptable and what is not. 


Action (Upper-Right, “It”): Your physical behaviors are aligned with 
your values and those of the culture: walking into the meeting, 
greeting people with a friendly tone, clarifying the meeting agenda, 
making the announcement, entertaining clarifying questions. Brain 
activity, heart rate, and perspiration all increase as you make the 
announcement and sense people’s reactions in the room. 


System (Lower-Right, “/ts”): You enter a familiar, well-lit conference 
room with a large meeting table and matching chairs. Mission 

and vision statements are framed and hanging on the walls. Some 
participants join the meeting from remote locations — aligned with 
your hybrid working model. People enter the conference room a few 
minutes early, and the discussion follows the standard process, kicked 
off by the leader, who states the purpose and agenda. 


A crucial part of leading is leveraging your capacity to recognize the four 
dimensions at any given moment and identify alignments and misalignments 


; 
Even though you cannot physically see the values, beliefs, and emotions that 


} 
| 
’ 
| 
| 


Tn 


ongly influence the way a colleague perceives themself and the world, 
a group’s culture, emotional climate, or collective perception, they still 


oundly shape the vision and potential of leaders to address problems and 
nsform the organization. 


Jational analysis is an ongoing process. Therefore, as a leader, you must 
itinuously monitor and analyze your context to ensure you understand 


anges impacting you and your organization — and make truly informed 
cisions as you lead. 


hy Is Situational Analysis Important? 


nulti-faceted approach provides a more complete and accurate view of 

ants and situations than the traditional approach, which looks at a linear 
jse-and-effect systems view and excludes culture and leadership impact. This 
rtial approach to changing organizations overemphasizes systems with little 
no consideration of the culture or how personal views and actions shape the 
Atent and influence the success of the change. Situational analysis provides a 
a picture. 
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ing Situational Analysis to Create Alignment 
id Build Influence 


es 


Figure 8.2: Alignments 
across dimensions; based 
on unpublished work by 
Interkannections. 


We use an alignment model to describe how using Situational Analysis allows: 
you to make more informed decisions. Alignment of all four dimensions is the 
key to innovating and optimizing performance for yourself, your team, and yo; 
broader organization. An aligned system is cohesive and integrated; Figure 8.1 
shows how the dimensions align with each other. Here’s how that works: 


- 


- 


Personal Alignment: Coordinating your self-dimension (intentions, 
identity, thoughts, emotional intelligence, and perspective-taking) wi 
your action dimension (behavior, role function, execution, individual 
performance) creates a sense of personal integrity within yourself anj 
inspires trust in others. 


Action Alignment: Coordinate your action dimension with the 
organization’s system dimension (network, structure, system processs 
and organizational results) to create recognition for your team’s 
efficient work and effective results. 


System Alignment: Coordinating the system dimension with the cultu 
dimension (organizational values, communication, and climate) will 
increase functional efficiency among organizational culture and systen 


PERSONAL 
All | see is th 
Apniot of eee NAMEN 


SYSTEM 
ALIGNMENT 


Figure 8.3: With all dimensions aligned, you won’t feel lost in th 
stars — instead, you’ll magnify your ability to see how your mine 
and actions telescope out, affecting the bigger picture. 


- Values Alignment: Coordinate the culture dimension with the self- 
dimension to create a sense of individual alignment with organizational 
values; this results in people feeling they “fit” in the organization and 
that the organization has value-based leaders. 


ile we have not drawn arrows on the diagonal, when they are added, all 
lensions reflect balanced alignment. This alignment is crucial because 
linimizes confusion and productivity loss. In misaligned organizations, 
ployees are often given conflicting directions or told to act in one way and 
n penalized during the appraisal process because different behaviors are 
Jarded instead of the behaviors they were told about. 


2 illustration below shows how situational analysis in Figure 8.2 expands 
like a telescope and operates within teams, departments, organizations, 
ustries, nations, and globally. Your part fits within the larger whole. Think 
stacked systems somewhat like nesting dolls. You’ll align the aspects within 
ir control, and each aligned part will roll into the next larger organization 

J leader. This could be within your company, industry, community, or 

ger ecosystem. 


ACTION 
ALIGNMENT 


Developing Situational Analysis Skills 


Developing situational analysis skills requires self-awareness, a positive 
mindset, and a willingness to learn, adapt, and innovate. These are the three 
core steps: 


1. Gather Information — Identify the critical areas where you can 

~ leverage situational analysis. The budget-cutting process provides a 
perfect example: understanding how cuts will impact your organizatia 
by evaluating them through the lens of each quadrant gives you a fulll 
picture with a wealth of data. What information will help you analyze 
the situation? 


2. Analyze the Information — Using the situational analysis process, 
what impact will the decision, change, or opportunity have on each 
dimension or quadrant? Examine the situation through each lens. Usi) 
the same budget cut example, how will the cuts impact you as the 
leader? If healthcare coverage is part of the cutting, does this conflic 
with your values? What actions do you need to take to implement 
these changes? How will the change affect the organization’s culture’ 
What systems changes need to be in place to implement the cuts? D. 
you need a new system to track the policy change? Will the process _ 
of monitoring savings cost more than the savings themselves? By 
analyzing the information, you gain insights into your situation and 
develop strategies aligning with your organizational goals. 


3. Make Informed Decisions — The final step is to use that information 
to make considered decisions. Based on the insights gained through 
your research, you can develop strategies and make decisions that ali 
with your organizational goals and objectives. It is essential to involve: 
key stakeholders in the decision-making process to consider their 
perspectives and needs. 


Here are further tips to make the most of your process: 


fhe 


1. Focus on all four dimensions: |t’s easy to get overwhelmed by the 
volume of information available in one or more areas. Drill downto 
the critical factors in each dimension to concentrate on their impact 


on your situation. You may also want to balance your intuition with 
the facts. 


! 
; 
'2.) Be objective: Approach the analysis with an open mind and avoid . 


a 


3. Involve key stakeholders: Involving key stakeholders in the analysis 

and decision-making process helps ensure that their perspectives and 
needs are considered and that you avoid your blind spots or innate 
preferences (see the bias note above!). 


'4. Monitor continuously: Situational analysis is not a one-time event 
but an ongoing process. You must continuously monitor the four 
dimensions to adapt to changes and make informed decisions. 


member: Situational analysis is a powerful tool to increase your presence 

d effectiveness. You can develop strategies that align with your organizational 
als and objectives by gathering information about your situation using the 
uational Analysis process and looking at the interaction of intention, action, 
Iture, and systems. All four of these dimensions are fundamental to every 
perience and mutually shape them in all circumstances. Therefore, gathering 
ormation and analyzing the situation helps you make informed decisions and 
gn the four dimensions for you, your people, and your organization. 


e Can Al Support Situational Analysis? 


a leader, you must continually gather information about your situation, using 
> four dimensions, to make quality decisions and develop strategies that 

sn with your organizational goals. Al can help with this process by providing 
sights and analysis that would be difficult to obtain manually. 


Data Analysis: One of the primary ways that Al can help you conduct 
situational analysis is through data analysis. Al algorithms can analyze 
vast amounts of data from various sources, including internal reports, 
employee sentiment, customer feedback, and market trends. The 
results provide insights into your internal and external environment in a 
more time and cost-efficient manner not available before Al. 


Predictive Analytics: Al has already proven its strength in seeing 
patterns humans don’t detect. Its algorithms can analyze historical data 
to identify trends and patterns to help predict future outcomes. For 
example, Al could analyze your sales data to find trends and patterns 
in customer behavior, The results would help you anticipate changes 
in customer demand, adjust your strategies, and identify critical 

~ organizational changes accordingly. 


. Natural Language Processing: Natural language processing is anothe 
area where Al can help you conduct situational analysis. Natural 
language processing algorithms are already being used to analyze tex 
data, such as customer feedback and social media posts, to identify . 
sentiment and topics. This analysis is effective in evaluating both 
customer sentiment and employee sentiment. 


Decision Support: Decision support systems use Al algorithms to 
analyze data, then provide recommendations. For example, several 
financial firms, such as Charles Schwab, have robo-advisors: Al that 
analyzes financial data to recommend investment strategies for client 
Similar systems can help you make more informed decisions in your 
particular work area. 


While we see great potential with Al, particularly in situational analysis, we an 
by no means unbridled cheerleaders. There are risks. Always understand the 
value and limitations of your Al tools as you use them to improve organization 
outcomes. Expanding on our investment example, you might use decision _ 
support tools to identify optimal investment decisions, then follow that with « 
Innovative Leadership process of evaluating the impact of that decision acrosé 
the interaction of intention, action, culture, and systems to truly understand _ 
the result a critical decision has on the organization. 


In summary, Al can be a powerful tool to conduct situational analysis. Al 

algorithms can analyze vast amounts of data, identify trends and patterns, an 
provide decision support. By leveraging Al, you can better understand your | 
internal and external environment, making more informed decisions that ali 
with your organizational goals. 


Most importantly, Al is not a replacement for human decision- making; it’s a 
tool to enhance it. You must still use your judgment and critical thinking sil 
interpret the insights provided by Al as you make informed decisions. 
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FLECTION QUESTIONS 


- Do you work for an organization that is aligned with your personal 
purpose and values? 


=. How often do you take time to consider how you think or feel about a 
| task before you move forward? 


‘= Where do you see misalignments between what you value and how 
you act because of pressures from your organization? 


= Where do you see misalignments between what your organization 
’ says it values and the systems it has put in place (such as performance 
__~ management and compensation)? 


If you were to start using the integral model when making big 
decisions, what would your first step be? 
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+ CHAPTER 9 - 


Leadership Applied 
to Key Topics 


I'M NOT SURE THAT'S THE 
SOLUTION, BUT | MUST 
SAY THERE'S A CERTAIN 
ELEGANCE TO IT. 


THEORY 


At the end of the day, leadership requires action. How do you balance theory with the reality 
of what you do daily as a leader? This is the art (or hammock) of leadership. 
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Leadership Applied to Key Topics 


CHAPTER 9 


Leadership Applied to Key Topics 


You_deal with a lot. Buzzwords swarm around you constantly: quiet quitting, 
quiet firing, engagement, inclusivity, stakeholders, the list seems almost infiniy 
Frameworks, models, processes, and theories are all nice, but how do they 
apply to the very real situations you'll face when you open your office door in) 
the morning? 


That’s what this chapter is all about. We'll look at several issues where you mut 
apply all facets of what you’ve learned in this book, who you are, and what 
you do to be effective. The key topics we’ll explore include communication; 
Justice, Equity, Diversity, and Inclusion (which you may know better as JE&| 

or related acronyms like DEI, DE&I!, or DIBS); leading with virtuous character; 
and Environmental, Social, and Governance (ESG). Remember, the Innovative 
Leadership Framework incorporates a Situational Analysis model involving youl 
being, relating, and doing. Beneath the “actionable” surface, this chapter’s 
issues focus heavily on your values, how you live by them, and how you relate | 
others and the world around you. That’s because how you relate also shows uy 
in what you do — the actions you take to solve these real-world issues. 


We'll start with one that works within the core of every single leadership issue 
communication. 


Communication | 
Effective communication is one of the most critical skills for leaders. It’s the 
mechanism to accomplish any organizational goal — it connects people to the 
work. And it happens both verbally and non-verbally. Communicating a clear. 
and compelling vision is necessary to inspire people to act and make positive 
changes. This requires a deep understanding of the issues and challenges we 
face and the ability to communicate in a way that resonates with people's 


values and beliefs. We've parsed out some of communication’s most crucial 
components: 


- Active listening. Leaders who listen actively are more likely to 
understand others’ needs and concerns and build strong relationship: 
based on trust and mutual respect. Active listening involves several _ 


ee 


Z 


skills, including asking questions, paraphrasing, and reflecting on 
what has been said. The key to active listening appears in the very 
word “listen.” Rearranging the letters reveals the words “enlist” (i.e., 
welcome and bring in others meaningfully) and “silent” (i.e., focus all 
your attention on receiving information from others and stopping the 
monologue in your head, trying to anticipate what others are going 

to say, and thinking about what you will say next). It sounds like a Zen 
riddle, but it’s very true: to hear others fully, your mind must be silent. 


Listen for information about the speaker as a person, beyond the words 
they use. What is the speaker's type, developmental perspective, and 
mindset? Reflect back on those chapters and consider how you can put 
what you learned into action to frame how you relate to the speaker. 


Active listening is also about creating a culture of empathy ina 
psychologically safe space where people are encouraged to understand 
and appreciate the perspectives of others. This culture of empathy 

is critical for creating a diverse and inclusive workplace, as it allows 
people from different backgrounds and perspectives to feel valued 

and heard. That, in turn, encourages people to seek new ideas and 
perspectives that can lead to breakthrough innovations. 


- 


Speaking clearly and concisely. When you break your silence, speaki 
clearly and concisely makes it more likely you’ll be understood by 
your followers and inspire them to act to achieve the team’s and 
organization's mission and goals. Clear and concise communication 
involves several vital techniques, including using simple language, bei 
specific, and avoiding jargon. 


Clear and concise communication is also about creating a cu/ture 

of transparency, where people have access to the information they 
need to make informed decisions. This culture of transparency is a 
prerequisite for creating a culture of, as people can understand the 
impact of their actions and decisions on the organization's goals. In 
addition, a culture of transparency allows people to understand the 
organization’s challenges and opportunities and contribute their idea: 
and perspectives to solve them. 


Adapting to different communication styles. No two people 
communicate in precisely the same way; the combination of language 
culture, vocabulary, hand waving, facial expressions, and more 

make communicating multi-layered. Leaders who adapt to different 
communication styles are more likely to build strong relationships 
with others and create a culture of collaboration and cooperation. 
Adapting involves several skills, including being aware of different 
communication styles, types, developmental perspectives, mindsets, 
flexibility, and adjusting your communication style to match your 
listener’s needs. 

By adapting, you're also showing respect. That creates a culture of 
inclusion, where people from different backgrounds and perspectives 
feel valued and heard. As we’ve mentioned before, inclusion allows 
people to bring their unique perspectives and ideas to the table — 
sharing their thoughts and experiments without fear of judgment or 
retaliation. | 


Providing feedback constructively and meaningfully. Leaders who — 
can provide frank feedback in a constructive and meaningful way - 
are more likely to help their followers grow and develop, creating a — 
culture of continuous learning and improvement. Tips for effective 
feedback: be specific, focus on behavior, share emotions (how did _ 
their behavior make you feel), and offer suggestions for improvemen 
In many ways, feedback is a subset of adapting to communication 
styles. As you encourage your followers to seek and use feedback to. 
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improve their skills and capabilities, you create a culture that promotes 
experimenting, taking risks, and learning from both successes and 
failures. That dovetails with continuous improvement, where people 
constantly look for ways to better their processes and outcomes, as 
well as opportunities to innovate. 


- Tell compelling stories. We love a good story; it’s embedded in human 
nature. It stands to reason, then, that leaders who tell compelling 
stories inspire others and create a shared purpose and commitment. 
Storytelling is the art of creating narratives that resonate with people's 
emotions and experiences. Really good stories encourage them to act. 
For workplace stories, give thought to framing: presenting complex 
issues in a way that is easy to understand, highlighting the values 
and beliefs shared by the audience. Another storytelling technique 
is mobilizing — that’s when you create a call to action that inspires 
people to take concrete steps toward making positive change. Other 
components of a strong story are using metaphors and analogies, being 
authentic, and making an emotional connection with the listener or 
reader. 


What’s the cultural effect of telling compelling stories? It creates a 

culture of vision and purpose, where people are connected by a shared 
sense of mission and a deep commitment to the organization's goals. 
This culture of vision and purpose allows people to understand the 
impact of their work on the organization's goals and the world at large. 
It’s also critical for creating engagement, where people are motivated 
to go above and beyond in their work and contribute their unique 
perspectives and ideas. 


the beginning of this chapter, we reiterated that leading is a combination of 
ing, relating, and doing. Relating happens through communication. Effective 
mmunication allows leaders to relate effectively. That’s why effective 
mmunication is one of the most critical leadership competencies and actions, 
ether working within an organization or towards social change. By actively 
ening, speaking clearly and concisely, adapting to different communication 
les, providing feedback in a constructive and meaningful way, and telling 
mpelling stories, you can create a culture of empathy, transparency, 

lusion, learning, vision, and purpose essential for achieving long-term 
scess. As you continue to navigate the challenges and opportunities of 
modern business environment and work towards creating positive social 
nge, effective communication will be essential for achieving success. 


Leadership Applied to Key Topics 


Justice, Equity, Diversity, and Inclusion (JEDI) 


The coincidence of this acronym can’t be ignored. The principles of the Jedi 
Knights in Star Wars are perfectly parallel to our real-world concept of JEDI (or 
[Social] Justice, Equity, Diversity, and Inclusion [and Belonging]). Fortunately, 
you don’t need a lightsaber to wield them: a wide range of research conclude: 
that organizations are more effective when they integrate JEDI principles 
throughout the entire workplace. In separate studies, for example, McKinsey 
found that JEDI companies perform better financially, resolve challenges bette 
serve a broader customer base, and recruit top talent. 


Innovative leadership for JEDI is the ability to impact individuals, teams, 

and systems to create a fair and engaging organization for all backgrounds, 
races, ethnicities, ages, genders, and beliefs. We add people of all types and 
developmental perspectives to this list. 


We'll explore the Innovative Leadership JEDI concept in two ways: through bia: 


and a pathway to address JEDI issues in your organization. 


Bias 

Most organizations and leaders try to create a welcoming and safe 
environment. Though they might not know it by name, they probably value | 
the principles of JEDI. Unfortunately, far too many organizations still need to _ 
be more welcoming and inclusive. So how do such organizations create their 
unwelcoming and non-inclusive environments? — 


The answer lies in cognitive biases. 
| 
| 
There are many kinds. Professors Mahzarin Banaji of Harvard and Anthony 

Greenwald of the University of Washington describe one type — blind spot bie 
— as a bias people can readily see in others but have great difficulty seeing in. 


themselves. Or, as your wise grandmother might say, “That’s the pot calling th 
kettle black.” 


\ 
Blind spot biases manifest in statements like, “I know there is much racial 
prejudice in the world, but | don’t see color, only people,” or, “I know most _ 
people that don’t understand cultural norms can be offensive, but | understan 
respect, so | am never offensive in any culture.” When someone is aware ne 
a phenomenon regularly exists in others but denies the possibility that it coul 
exist in them, a blind spot bias may be the reason for their confidence. By | 
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‘ying the bias, it surfaces in their actions without them being aware. That’s 
y this misguided confidence can dehumanize and disenfranchise others. 


other type is implicit bias. Harvard University’s Project Implicit describes 
dlicit bias as “attitudes and beliefs that people may be unwilling or unable to 
ort.” Project Implicit provides this example: “You may believe that women 

1 men should be equally associated with science, but your automatic 
‘ociations could show that you (like many others) associate men with science 
re than you associate women with science.” Since Grandma is still hanging 

t from a couple of paragraphs ago, she might say it’s just another variation of 
U can’t judge a book by its cover.” 


DI Innovative Leadership Action (Working with Bias) 


an innovative leader, you can change the course of social injustice, inequity, 
k of diversity, and un-inclusion. Learn and teach cultural competence, 
sctice cultural humility, create support for diverse populations, and grow 
mmunities to change the course of this systemic failure. Those actions will 
ich and influence your teams. 


ders, we must ask, “How would someone with a blind spot or implicit 

S know if women, minorities, or people of non-traditional identities are 
deriencing injustice, inequity, or un-inclusion?” The answer becomes evident 
len you look through these lenses: 


-= Dojob applicants with Julio and Jamal have the same employment 
opportunities as those named John and James? 


= Do our women and minority workers receive comparable wages to white 
male workers? 


= Doimmigrant patients feel respected when receiving care? 


= Are our employees reflective of the community in which we reside? 


+X aN Tt 


2 are uncertain without evidence; our instincts and experiences guide us, but 
tincts and experiences can be skewed by biases. 


” 

a scientist, as an Innovative JEDI leader, you will actively pursue evidence 
t your organization is socially just, equitable, appropriately diverse, and 
Jusive. Evidence — accurate data that is analyzed and understood — 
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confirms or denies the existence of JEDI. If you don’t have JED! evidence, the 
“not me” and “not us” biases may predominate your institution’s consciousnes 


Cultural learning opportunities should be readily available in your 
organization. Cultural competence — the ability to recognize, appreciate, ar 
interact successfully with people from other cultures — is essential for any 
professional. Innovative leaders teach, support, and model cultural humility’ 
within their organizations. 


FROM OUR FILES: FORGE PATHWAYS OF SUPPORT 


We have had many conversations with human resource professionals observirr 
“We get minority candidates hired. We just can’t get them to stay.” When 
diverse employees walk into a room with people who do not look or believe like! 
them or may have preconceived negative ideas about people like them, it can 
be overwhelming. Employees need to feel the organization's support, receive 
mentoring on navigating differences, and understand that their differences 

are vital for the community and the organization's strength. Innovative leaders: 
forge pathways of support for inclusion, mentorship, and engagement in their 
organizations. Support groups, mentoring programs, organizational messages, , 
and evidence-gathering support and retain diverse populations. 


Innovative leaders look at the gaps in their communities and think about how 
to close them. For example, if the diversity of your workforce doesn’t reflect tH 
community around your workplace, start programs to recruit, train, and inspire 
the local talent pool. Or take the next step and develop a new talent pool; | 
programs from elementary school to advanced educational grants can all chanj 
a community. Every innovative leader can support inclusion in many ways. 


Prejudice takes a lot of forms. It can be obvious malicious hate, or the 
subtle blind spots of implicit biases. In any form, a lack of JEDI weakens your 
organization, its employees, and the impact on all its stakeholders. Effective, 
innovative leaders replace “Not me; not us” with “It could be me; it might 


be us” to ensure teams, organizations, and communities are just, equitable, 
diverse, and inclusive. 


ading with Virtuous Character 


e word “character” typically has two meanings. It can refer to the whole 
rson, including physical and psychological attributes, or it can refer to 
sitive virtues within a person; this is the one referred to when your parents 
grandparents talk about walking to school barefoot in the snow both ways, 
d conclude with “But we didn’t mind because it built character!” 


ary Crossan and her co-authors define “character” in a more robust way 
their book Developing Leadership Characters. It’s an interconnected set of 
bituated patterns of thought, emotion, motivation or volition, and action 

at satisfy very specific criteria as being virtuous (those criteria were identified 
professors Christopher Peterson and Martin Seligman). They highlight the 
portance of Judgment, or what Aristotle called “practical wisdom,” in the 
nter of the leader character framework shown in Figure 9.1. Crossan notes, 
Vhen it comes to leadership, competencies determine what a person can 

.. Commitment determines what they want to do, and Character determines 
Jat they will do.” This is so central that Judgment is in the center of their 
adership Character framework. 


ure 9.1: Leas Transcendence 


fracter Frame 
1 Leadership Virtue 


(Courage 


Accountability 


take WI ry 


iccepts Co 


Justice 


fair, equil ibl 
proporhior 


en-handed, socially 


Temperanc e 


pyright 2015 by 
iry Crossan et al; 
2d by permission. 


ecialive 
Drive 
passronate, viporou 
results-onented 
demonstrates 
Inttiative, strives tor 
excellence 


(Collaboration 


as 


: Judgment 


situationally aware 


cooperative, collepial, 
on-rmnded, flexible 
interconnected 


cognitively complex, 
analytical, decisive, 
critical thinker, intuitive, 
insightful, pragmatic 
adaptable 


Humanity 


considerate 
( mpathetic 
compassionate 
magnanimous 
forgiving 


Humility 
re, modest 
Curlous 
arner 
ctful, grateful, 
vulnerable 


Mary Crossan analyzed eleven leadership virtues and what happens when the: 
are either lacking or overweighted. All the behaviors associated with virtuous 
Character turn out to be positive; what’s more, they can be learned and 
developed. That’s important: Aristotle noted that any virtue operates like a vic 
when not supported by others. For example, Courage becomes recklessness 
when not supported by Temperance. Integrity that is not supported by 
Humanity and Humility runs the risk of being dogmatic and egotistic. The aim 
for you to develop strength in all dimensions of Leader Character. 


How Do You Develop Virtuous Character? 


Developing a leader’s virtuous character may not require walking barefoot in 
the snow, but it does require work on your part. As with any trait you’d like to 
enhance, you need to understand what it is and remember how virtues can 
operate like a vice. Consider something like “grit,” widely touted as a virtue font 
both leaders and followers. Many behaviors within Courage and Drive are grit- 
like, but research on grit has shown that it can lead to burnout. Why? Because 
you end up overworking and not recharging. You need other dimensions of 
Leader Character, particularly Judgment, to know when to exercise grit and 
when to turn it off. 


Many leadership approaches advocate focusing solely on our strengths and 
simply relying on others to complement our weaknesses. That makes sense fo) 
personality traits like introversion or extroversion, but shortcomings in your 
character compromise Judgment and can lead ta poor decisions regardless of | 
the team you build around you. 


You're shaped by your past; that’s hardly a secret. But your present, your new 
experiences, continue shaping you both personally and professionally. That 
growth doesn’t have to be random. Attend to the virtues you want to see. 


Your Leader Character isn’t static; it’s not something you flick on and 
off. Character slides along a spectrum, depending on the situation, your 
experiences, and the actions you've taken to consciously develop it. Like many 
traits, your character becomes starkly evident in crisis. Crossan advises us to 
remember that no one has perfectly developed their Leader Character, It’s an. 
ongoing journey. Accept that so you can learn from each Crisis, and develop 
your Character further whether you rose to the occasion or not. Today’s 
headlines are filled with leaders who show little, if any, virtuous Character. You 
can set a different example within your organization. 
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vironmental, Social, and Governance (ESG) 


G stands for Environmental, Social, and Governance, referring to the three 
y standards used to measure an organization's sustainability and societal 
pact. More specifically, it evaluates how a company performs regarding its 
vironmental stewardship, social responsibility, and governance practices. 


G is still controversial in some parts of the world. Issues remain to be 
dressed in how it is implemented, including who bears the cost and rate 
conversion. For our discussion, organizational leaders need to understand 
2 practical ESG application and implementation within their business and 
justry as governed by local and national laws. 


a leader, these efforts are in your bailiwick in several fundamental ways, 
th traditionally and with new wrinkles from Al: 


&: Strategic Direction: Leaders set the organization’s strategic direction. 

Recognizing the growing importance of ESG criteria among stakeholders 
(like investors, customers, employees, and regulators), leaders must 
integrate ESG considerations into business strategies to ensure long- 

3 term viability, resilience, and growth. As society and technology continue 

. to evolve, both Al and ESG must be key considerations when you set 

é strategic direction as they interweave through every facet of business 

direction and operations. 


@ Risk Management: As the range of business risks increases, ESG factors 
"represent many potential risks opportunities. Leaders must proactively 

address environmental and social risks, such as climate change impacts, 

; labor issues, or community relations; this ensures the continuity of 

f operations, protects the company's reputation, and meets stakeholder 

expectations. Al is already complicating these risks with its impact on 

___ intellectual property rights, fears of job loss, and ethical Al use, among 

other issues. 


3. Stakeholder Engagement: Effective leadership involves increasingly 

. transparent dialogue with stakeholders. You must be attuned to 
stakeholder concerns about ESG and Al matters. To build trust and 
mutual understanding, engage your stakeholders in meaningful dialogue. 


» Ethical Leadership: Governance, the "G" in ESG, speaks directly to 
leadership ethics and integrity. Your organizational culture should value 
ethical decision-making, transparency, and accountability. Al will raise 
ethical challenges leaders haven’t previously faced — we’ve pointed out 


several in earlier chapters. You'll need to stay ahead of these challenge 
and update your governance approaches as Al tools and the business 
ecosystem evolve. 


Talent Attraction and Retention: Many employees, especially the 
younger generation, prioritize working for companies that align with 
their values. Leaders who prioritize ESG often find it easier to attract a: 
retain top talent motivated by more than just financial incentives. Al ha 
a big effect here, too: the World Economic Forum predicts nearly half a 
today’s job skills will have to change by the year 2027 because of tech, 
The process has already begun, so you have to continually rethink whia 
talent you need to recruit and how to retrain your existing talent to wd 
with this hot field of Al and new technology. 


Financial Performance and Value Creation: Studies by McKinsey and 
others consistently see a positive correlation between strong ESG 
practices and financial performance. Prioritizing ESG can drive better 
financial results, increased shareholder value, and long-term success fe 
your organization. Integrating Al and ESG can compound stronger value 
when you manage risks and talent effectively. 


#. Innovation Driver: As with VUCA, abundance, and other Innovative 


Leadership outlooks, when you understand ESG challenges, you'll also. 
see the opportunities within them, driving innovation in sustainable 
products, green technologies, and socially responsible services. Al can. 
boost innovation, and this is another opportunity for the ESG-focused 
leader to target Al innovation investments. 


Regulatory Compliance: As governments and international bodies 
enact stricter environmental and social regulations, you must ensure 
your organization is compliant. Instead of simply meeting minimum 
compliance, many organizations benefit from being ahead of the curve 
— positioning themselves and their practices as industry standards. All 
can be a tremendous help here: tracking standards and compliance an’ 
enabling solutions to meet your compliance goals. | 
. Brand and Reputation: In this age of instant information, a company's: 
ESG missteps can lead to significant reputational damage quite quickly 
Effective ESG practices help you build and maintain a strong, positive 
brand. Al helps track your brand performance and create strong brand 
messaging. 


eee 


10. Long-Term Perspective: True leadership ensures the organization’s 
success over time. When you address ESG factors, you ensure your 
company is built to thrive in the face of future challenges and societal 
shifts. Your organization will “stand the test of time.” 


essence, ESG considerations have become integral to effective leadership in 
@ 21st century. Leaders who embrace ESG principles are more likely to build 
silient, adaptable, and successful organizations that meet the challenges and 
ness the opportunities of our changing world. The power of Al is ready to 
Ip you achieve those ESG goals efficiently, 


EFLECTION QUESTIONS 


_- Are you an active listener? Are you able to ‘silence your mind’ when 
5 others are speaking? 


= Consider how you give feedback. |s it clear and concise? 


oo When did you last tell a compelling story to motivate your team? 
_ Was it effective? 


Does your organization integrate JEDI principles into its structure 
and culture? 


Do you recognize your innate biases? Are you able to step back and 
consider whether your biases could be affecting your decisions? 


What do you want your Leader Character to look like? How will you 
enact that vision? 


Does your organization have ESG standards that you are proud of? In 
what areas would you like to see improvement? 


Leadership Applied to Key Topics 


DIVE DEEPER 


Books 


Crucial Conversations: Tools for Talking When Stakes Are High by Kerry 
Patterson, Joseph Grenny, Ron McMillan, and Al Switzler 


Leaders Eat Last: Why Some Teams Pull Together and Others Don't by 
Simon Sinek 


Made to Stick: Why Some Ideas Survive and Others Die by Chip Heath & 
Dan Heath 


Stewards of the Future: A Guide for Competent Boards by Helle Bank Jorgenseé 


Podcast Episodes 


Innovating Leadership: Co-Creating Our Future 
Season 2 Episode 42: “Leading with Story: Captivate, Convince, Inspire” 


Innovating Leadership: Co-Creating Our Future 
Season 6 Episode 19: “Difficult Conversations that Get Positive Results” 


Innovating Leadership: Co-Creating Our Future 
Season 7 Episode 20: “Digital Body Language: How to Build Trust and Connection 


Innovating Leadership: Co-Creating Our Future 
Season 8 Episode 3: “Stewarding the Future of the Planet: Views from 
the Boardroom” : 


Innovating Leadership: Co-Creating Our Future 
Season 8 Episode 28: “Leading with Character: A Real-Life Red Roof Report” | 


Innovating Leadership: Co-Creating Our Future 
Season 9 Episode 22: “You Belong: LinkedIn Brings Diversity & Inclusion Hom 
] 


Publications 


“Developing Leadership Character” by Mary Crossan, Jeffrey Grandz, and - 
Gerard Seijts (Ivey Business Journal) 
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+ CHAPTER 10 - 


Working with Al 


AREN'T YOU 
SUPPOSED TO 
TAKE CARE OF 
THE HUMAN STUFF ¢/ 


According to Neil Sahota, “Like it or not, the demands of today’s employees expect you to be ready 
luding those Al bots), and there’s not a lot of time or patience for leadership to adjust and be effective.” 


CHAPTER 10 


Working with Al 


“The development of Al is as 
fundamental as the creation of 
the microprocessor, the personal 
computer, the Internet, and the 
mobile phone. It will change 
the way people work, learn, 
travel, get health care, and 
communicate with each other. 


Entire industries will reorient “They were built as workers, 
around it. Businesses will but they revolted. They had a 
distinguish themselves by how philosophy. Superior beings — 
well they use it.” androids. They considered us 
nothing but cattle.” 
Bill Gates, in Here's What the 
Age of Al Means for the World, Philip K. Dick, 
published by the World Economic in To Serve the Master, 1956 


Forum in March 2023 


oe 


The idea of artificial (or non-human) intelligence is hardly new. It may date to: 
the dawn of civilization itself. The ancient Greeks, for example, said their god 
Hephaestus built his metallic attendants, the Kourai Khryseai (golden maidens 
with the ability to think, Even our modern concept of artificial intelligence is 
over a century old, dawning with the first use of the term “robot” by Czech 
playwright Karel Capek in 1921. Humanity was so certain machine intelligence 
would be real that Alan Turing developed his eponymous test to determine if: 
machine could truly think back in 1950, 


The debate over whether Al will sour human evolution or spell ourdoomis | 
nothing new, either. | 
This book takes the middle ground. We view Al as a tool — an incredibly 
powerful one, at that. And like every other technological advancement, ho 
we use that tool determines our fate. In earlier chapters, we Included notes 
on Al’s applicability to each topic. In this chapter, we’ll go more in-depth on 


how you can use this tool to enhance your leadership and growth strategica 
and ethically. 


ee 
fhat Leaders Need to Do Well 


tificial intelligence has so many different applications that leaders are asking 
hat they must do with this tool to prepare themselves to succeed, Let’s start 
@ answer by looking at our workforce. We already know the ten skills every 
b will need as Al becomes more commonplace at work. They’re the same 
/you saw in the list and Table 1 back in the Introduction; your followers may 
mply need to be stronger in certain skills than in others. As a leader, you can 
evate these skills in your followers: 


Communication and other basic workplace skills 

A growth mindset 

Adaptiveness 

Emotional intelligence 

An abundance mindset 

Domain expertise (your followers’ specialties) 

# Alskills 

4 Systems thinking (with analytical & problem-solving skills) 


a Creative thinking 


i, 


. Risk awareness. 


x ‘ording to a report released by the World Economic Forum in May 2023) 
Lis expected to be a key driver of turbulence in global labor markets and 
play a role in changes for nearly a quarter of global jobs.” A Bloomberg 
lysis of the report expands on this optimistically: “While the study expects 
o result in ‘significant labor-market disruption, the net impact of most 
inologies will be positive over the next five years as big data analytics, 


nagement technologies, and cybersecurity become the biggest drivers of 
nployment growth.” 


This is VUCA in action. And with your innovative leader mindsets, you should 
now realize that within disruption awaits opportunity. Al has the potential to 
transform the way organizations operate in several beneficial ways. One of the 
most obvious is automation. By automating routine tasks, employees are free! 
to focus on higher-level work requiring creativity and critical thinking. This car 
lead to significant productivity gains and cost savings. 


Al can also help organizations make better decisions by analyzing data more 
quickly and accurately than humans can. This lets you identify patterns and 
trends that would be difficult or impossible to detect with traditional analytics 
tools. The result: better customer insights, improved forecasting, and more ~ 
effective marketing campaigns. 


Another use is tackling resource-intensive tasks that humans cannot readily 
solve. It took the Human Genome Project 13 years to map 92% of our DNA. 
The remaining 8% seemed impossible for human scientists to decipher — but 
with new tech, including Al, that’s been conquered, too. A task that would ha 
taken an estimated one billion Ph.D. years was completed in just six years. Thil 
mapping, now freely shared with everyone, makes scientific research possible 
that was all but inconceivable just a decade ago. 

Al can also improve customer service: Chatbots and virtual assistants can | 
provide customers with 24/7 support, answering frequently asked questions 
and helping with basic troubleshooting. This improves the customer experieni 
and reduces the workload of human customer service representatives. 


While evolving forms of Al have been used and researched for over 20 years, 
the opportunities it presents remain in their infancy. With billions of dollars 
invested and billions more users (as we write this, four billion devices have _ 
Al-power voice assistants alone!), Al applications learn each time they’re use 
so they typically learn faster and better every moment. A plethora of Al apps 
for specific business uses are arising daily. Choosing the right ones for your — 
particular team can boost efficiency, productivity, and even morale as your 
followers become more comfortable and agile using them. 


¥ 


Risks 


Because Al in the workplace is still young, use it critically and cautiously. GIG 
Garbage In, Garbage Out — applies here, because an Al system is only as sm 
as the data it consumes. ChatGPT, for example, “hallucinates”: it spews out 
answers which may be completely false. It’s not intentionally lying; it’s simply 


) 
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dcessing bad data from a website or other source. In fact, early research 
ym Berkeley and Stanford found Chat-GPT4 to be “dumber” than its earlier 
rations, because it pulled in so much more incorrect data from the web! 


aking leadership decisions from bad data results in bad outcomes for your 
ganization. Set parameters and check its work. Have it cite sources; verify 
em. We recommend treating Al like an intern: explore its ideas, but be certain 
verify its work until it’s proven itself. This will happen faster with narrower 
plications designed for very specific tasks — industrial robots, for example. 


haps the biggest risk with Al, though, is the potential for bias. Al systems 

€ only as objective as the data they are trained on, and if that data is biased, 
e Al system will reflect that perspective. With HR and other person-oriented 
ps, this can lead to discriminatory practices and negative outcomes for 

rtain groups of people. Employing individuals with diverse backgrounds can 
Oactively neutralize bias; they not only expand the data pool, but can test and 
tect instances of biased results. Al may learn quickly, but just like an intern, it 
feds mentors and teachers to hone its work. 


| 


?OM OUR DIGITAL FILES: MACHINE MISOGYNY 


1e of the most notable examples of Al bias was with Amazon's resume- 
reening Al. The system was trained on a decades worth of resumes submitted 
Amazon. Since most of these resumes came from men, the model developed 
5ias against female applicants. The Al penalized resumes that included the 
>rd “women’s” or that indicated graduation from all-women’s colleges. The 

ol also favored certain types of language that were more commonly used by 


ale applicants. 


is Al bias can have severe negative impacts. In Amazon's case, the company 
‘uld have missed out on hiring talented women simply because the Al had 
veloped a bias against their applications. This would lead to a lack of diversity 
the workplace and unequal opportunities. It also raises serious legal and 
hical concerns about discrimination. 


CHAPTER 10 


As the leader, it’s your responsibility to check Al’s work to ensure it treats 
people equitably and guides decisions accordingly. In Chapter 9, you learned 
about human biases — especially blind bias. If the Al shares the same bias 
as you, it may not be immediately obvious, so it is important to monitor 
system performance across a range of measures just as you measure human 
performance over a person’s career. 


Another potential Al risk is also many people’s greatest fear: replacing human 
workers, Like all major technological disruptions, some jobs will be lost; that’s 
undeniable. But more jobs will be created. The key, as a leader, is to provide 
upskilling and training. 


While Al can automate routine tasks, it can’t replace more complex jobs that 
require human skills like creativity, empathy, and critical thinking. Business 
leaders need to be careful not to over-rely on Al and treat it like it can do 
absolutely anything well. Instead, focus on using Al to augment your huma: 
workers. Like the old Bionic Man and Woman of 1980s TV, use Al to make you 
followers “Better. Faster. Stronger.” 


Cybersecurity threats are an Al risk that’s already surfacing. Al systems are 
vulnerable on both ends: they can be hacked themselves, and they can be 
tools to hack and cyber-attack organizations. Implement robust cybersecurity, 
measures to protect against these threats. Otherwise, you only increase the — 
chances “bad actors” will get ahead of you. | 


Between hacking, bad data, and biases, we can’t emphasize enough that 
you validate your Al systems’ accuracy, especially if they’re involved in 
deliverables. If you create work products using Al that are inaccurate, you an 
open to litigation, just as with any other products you make that create harn 
ChatGPT’s terms, for example, specify that if they are sued because of your 
work product, you are liable for their legal expenses. With the abundance _ 
of Al tools and the propensity for early versions to hallucinate, don’t take — | 
chances: review Al work carefully - treating it more like a new intern than a | 
seasoned colleague. | 
| 
| 
Other Considerations | 


An important consideration when it comes to Al is data Privacy. As Al systems 
rely on data to learn and make decisions, you must take steps to protect 

customer and employee privacy and ensure data is handled responsibly. This 
includes complying with related laws such as the European Union’s General 
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ata Protection Regulation (GDPR) and ensuring customer and employee data 
Stored securely. Your organization must also be transparent about using 
stomer data and obtaining consent before using it for Al applications. 


Swe write this, there is a lack of standardization in the field of Al. Proposals 
pound, but none are codified as law, much less universally agreed upon by Al 
eators as industry-wide standards. Watch for standards and practices as Al 
atures; for example, the IEEE Global Initiative on Ethics of Autonomous and 
telligent Systems is working to establish ethical standards for Al. 


eys to Success 

e success of Al tools is solidly in your hands as a leader. It’s a natural 

by an leader because it draws on the mindsets that bring a willingness to 
periment, take risks, and learn from failures. As you vet and fine-tune Al, 
Dur Organization must then see it as a transformative technology that can 
ive competitiveness, employee engagement, customer satisfaction, cost 
Dntainment, innovation, and growth. 


created a new game with new rules for leaders in the C-suite, too. The 

sch is too new to go it alone, with unique benefits and risks we haven't faced 
sfore. So instead of seeing other companies purely as competitors, success 
eans collaborating with other organizations and sharing relevant data to 
Alock Al's full potential. The precedent for this collective growth and problem- 
biving has already been set: data sharing has proven successful in accelerating 
e-saving healthcare treatments. The age-old balance between collaboration 
hd competition will remain, and the boundaries will likely shift with new risks 
hd opportunities. 


ovative leaders, Al systems should be transparent and accountable (and 
rect individual data privacy, as noted above). Develop clear policies and 


It’s easy to overestimate Al’s abilities, but it is your responsibility to build chec 
and balances into your team’s Al use, just as you do with human employees. 
Think of it as the Al’s employee handbook! 


Addressing ethics and risks must be done early and attended to continuously. 
Employees expect to work for safe and fair organizations. Though we listed 
anticipated risks earlier in this chapter, Al will create anticipated risks, too. All| 
breakthrough tech does. Like other areas of risk management, it is an evolving 
target. Be sure your risk management and compliance functions expand to 
include Al risk management. 


Here’s another point we can’t emphasize enough: while it has the potential 
to transform businesses in many ways, Al is not a substitute for human 
intelligence and creativity. To maximize your effectiveness, you'll need to 
balance leveraging Al's strengths to increase productivity with retaining the 
human touch essential for building strong relationships with customers and 
employees. Look closely at your habits; you’ll need to rethink many of your 
daily decisions to include Al. Before, you’d look at who was the right person 
to fill a new role based on their skills and experience. With Al as part of the 
workflow, that same job may require new skills from even a seasoned job 
candidate. Think of washing machines. 20 years ago, you dumped your dirty 
clothes in, selected a basic wash cycle, and the machine executed that basic 
cycle no matter what you threw in. Today, you still select a wash cycle, but 
you also must understand and select increased options — then the machine 
analyzes your load of laundry, fine-tuning each step to maximize the cleaning.. 
No two loads are washed exactly the same any more. 


FROM OUR DIGITAL FILES: 
CHANGING ROLES, CHANGING SKILLS 


The Innovative Leadership Institute is 
now using a digital twin of Maureen 
Metcalf for videos. This Al-generated 
tool will allow Maureen and her team 
to generate high-quality videos quicker, 
allowing for more frequent refreshing. 
To complete this example, the staffing 
_for the video production task shifted 


rom needing someone to film and edit to someone to code and command a 


digital twin,” a voice clone, and input a script. People are still needed, but the 
asks, tools, and skills shifted. Maureen’s digital twin evolved during the writing 
of this book — the team is already working with Version 2.0. 


timately, the key to success with Al is to approach it with both a strategic 
indset and a human-centered mindset. Businesses must consider the 
pact of Al on all stakeholders including employees, customers, and their 
mmunities — our human-Al systems need to be designed with empathy and 
lusivity in mind and used to augment, rather than replace, human workers. : 


€ way to approach Al implementation is to experiment: start small and scale 

gradually. This cycle is often called Plan-Do-Check-Act or Plan-Do-Check- 
just. This method allows you to learn from your experiences and make 
ijustments before investing heavily. 


Mike static tools, Al tools continue to learn and evolve, so our understanding 
eds to evolve to effectively leverage the opportunities it presents. For 

ample, does design life have any meaning when a tool learns and grows over 

e? Understand the potential of Al and how to use it to achieve your goals. 

est in the right technology, hire the right talent, and create a culture open to 
perimentation and learning. 


aying Current 


Al continues to evolve, businesses must evolve with it, staying up-to-date 
h the latest advancements and trends. Innovative leaders have this covered: 
your commitment to ongoing learning and experimentation in action. is 


u can do the usual continual learning: attending industry conferences and 
rkshops, reading books and articles, listening to podcasts, networking, and 
on. But think of new ways to stay in the know, too, like partnering with 

al universities and research institutions. The big advantage here is that 
llaborating with academic experts brings access to cutting-edge research and 
velopment resources you probably don’t have in-house. 


Of course, you can create your own in-house resource by investing in Al taleny 
or use this as an opportunity to collaborate with others in your industry. 


Staying up-to-date with Al advancement and investing in Al talent and 
resources positions you to compete using Al tools. Al is already solving 
significant challenges and creating a competitive advantage for early adopter: 
Your Innovative Leadership ability to continually adapt becomes a strategic 
differentiator with Al. 


We’ve spoken before about building a culture of innovation and resilience. 

Al’s rapid evolution means the pace at which jobs and tasks are changing will 
accelerate beyond what many people can imagine. Adaptability is now key. The 
old mantra, “We have good people who work hard,” is an incomplete recipe fot 
success. Those people — your followers — must be well-trained and passionati 
about delivering excellent value using evolving tools. Help your followers becor 
more agile or adaptable by creating a culture that promotes continual growth. 


We live in an era where employees suffer from record levels of anxiety and 

depression. Adaptability and resilience of necessity mean you must address 
employee mental health issues, because these issues are also your business: 
issues. 


All of this really amounts to one thing: incorporating the principles of 

Innovative Leadership when adopting Al — including leveraging technology, 
building resilient workforces and processes, creating a culture of innovation, 
and inspiring your followers to deliver results for a mission that matters — giv 
you and your company a very high probability of success. | 
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Of course, many of the other leadership essentials you’ve learned in this bool 
will come in handy for your success partnering with Al, too: demonstrating 
the right mindsets, leadership maturity, judgment, resilience, innate curiosity, 
effective communication, and 360-degree thinking. 


Remember that Al is not a silver bullet that will solve every single problem you. 
company faces. Approach Al with a realistic understanding of its capabilities ar 
limitations. From the outset, like any other system, Al doesn’t stand alone; you 
organization will need to invest in necessary infrastructure and resources. This: 
includes setting up Al policies, and building Al risk management and compliane 
capabilities. For larger companies, you'll also need high-quality data gathering 
systems, building robust IT systems, and hiring talented Al professionals. 


For your followers, be prepared to adapt and continually evolve your 
organizational structures, talent management processes, and overall talent 
lifecycle approaches to accommodate the evolving Al landscape. You’ll also b 


me 


athinking job roles and responsibilities, developing new training programs, 
nd creating cross-functional teams to collaborate effectively on Al projects. 


f course, building employee resilience will help your followers adapt more 
uickly, just as it helps you as their leader. 


his is not something to put off while you wait for some downtime. Already, 
‘majority of global businesses (84% in a sample Statista study) believe Al will 
ive them a competitive advantage. Your Organization must treat Al adoption 
yith urgency now, not in five years! 


leyond competition is the urgency of the human element. Depending on the 
udy, between 375 million and 800 million jobs could be extinguished by 2030. 
re you training people for the new jobs that will replace the old? 


ROM OUR DIGITAL FILES: 
-HANGING SKILLS, CHANGING VALUE 


Jany people fear new jobs created by the disappearance of the old will be low 
yage. Historically, that’s not borne out; a mix of jobs and pay scales emerge. 

his is holding true so far with Al. According to The Intercept, for example, during 
1e 2023 strike by Hollywood actors and writers, Netflix posted for a product 
yanager with machine learning experience, paying up to $900,000 a year! 


he competition for Al talent is already hot. Like Netflix, many organizations 
/ill need to build rather than buy talent to remain competitive. 


© recap: Al presents both significant opportunities and risks for you and your 

rganization, regardless of size. To harness the power of Al positively, approach 
with the tools and principles you've learned as part of being an innovative 

nader: a strategic mindset, prioritizing ethics and inclusivity, and investing in 

Ne necessary resources and infrastructure. By doing so, you position yourself 

nd your organization for success in the rapidly evolving digital landscape, and 
ntinue to innovate and grow in this rapidly changing world. 


CHAPTER 10 


REFLECTION QUESTIONS 


- How has your organization begun to implement Al tools? How have 
they helped or hindered your business processes so far? 


-— Doyou approach Al tools with gusto? Trepidation? A healthy balance: 


= Do you understand how Al tools work? Does your knowledge (or lack; 
of) impact how you approach Al tools? 


- What are 3-5 areas in your organization that would benefit from Al tool 
- How will you train your team members to engage with Al tools? 


- What systems will you put in place to ensure proper review of Al’s 
work? To review potential bias? To manage risk? 


DIVE DEEPER 


Articles ] 
“Gliding, Not Searching: Here’s How to Reset Your View of ChatGPT to Steer it 
to Better Results” by James Intriligator (The Conversation) | 


“Here's What the Age of Al Means for the World, According to Bill Gates” by E 
Gates (World Economic Forum) 


“Microsoft Economist Warns Bad Actors Will Use Al to Cause Damage” by Bry, 
Baschuk (Bloomberg) 


“Tech, Al Driving Job Changes for Nearly a Quarter of All Workers” by Bryce 
Baschuk (Bloomberg) 


a) 


Blog Posts ; 
Innovative Leadership Institute Insights Blog April 28, 2023 Post: “Unlocking ) 
Leadership Potential: A Guide to Harnessing Generative Al” by Maureen Metc 
Podcast Episodes 


Innovating Leadership: Co-Creating Our Future 
Season 9 Episode 23: “Unleashing the Power of Human-Al Collaboration” 


oo _ Ss 


Reports 
Future of Jobs Report: 2023 (World Economic Forum) 


* CHAPTER 11 - 


Developing 
Innovative Leadership 


_ There is a clear process for you to develop as a leader. Each additional step builds on the prior. 
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CHAPTER 11 


Developing Innovative Leadership 


From type to virtue, you’ve learned about all the various components that ga 
into becoming an Innovative Leader. Now, let’s pull them all together. 


You've picked a perfect time to develop your leadership in a new way. We’re 
living in a time when VUCA — Volatile, Uncertain, Complex, and Ambiguous - 
conditions abound. The sudden eruption and unbridled growth of Al systems: 
just one example of this. Al is new, often unproven, and changing the workple 
seemingly as quickly as the time it takes to read this. Your leadership has to 
change with it. That’s why leadership development is now an ongoing journe* 
requiring a focused process, 


The Innovative Leadership Framework brings together all the elements you’ve 
learned in prior chapters. Following its flow, you can elevate your capabilities; 
and update your leadership algorithm. 


Figure 11.1 is a different way of visualizing the Framework; it graphically show 
how these elements flow. You start with self-discovery to identify purpose 
and values; as you learned early on, understanding vision and values is the 
foundation of your leadership journey, so you start by evaluating who you are 
as a person and as a leader through multiple lenses. You then create a plan te 
develop yourself in the context of your team and organization. Finally, you lee 
— more effectively — using your leadership algorithm. | 
The figure visibly shows the interconnection between organizational element: 
revealing the alignment between your purpose, values, behaviors, andthe 
people, culture, and systems you influence. Note how the end leads back to 
the beginning: in your organization, as in the world, culture, behavior, and 
involvement of followers and stakeholders constantly shift. You’l| continually 


loop through this process to adapt your leadership to match, 


Inderstand 


= Personality type 
= Character 


- Organizational 


= Determine your Be 


purposes, culture, biggest Impact ~ Confident 
= Developmental systems, processes — Create a = Humble 
Perspective > Stakeholder development plan = Exude 
= Resilience expectations = Identify your leadership 
= Mindsets = Ecosystem me support team presence 
= Role-based skills exp (industry, emg > Expand your Sea Relate 


Beopolitical, 


- Transcendent 
environmental) 


competencies 


capabilities = Listen & 


understand 
= Inspire 
~ Engage 
Do 
Set strategy 
= Communicate 
= Empower 


pure 11.1: innovative Leadership Framework 


nderstand Why You Lead 


eptional leaders and teams earn their success, which starts with the individual 
der understanding their life purpose. Knowing your why is crucial. This self- 
derstanding informs who you are and what you do. It is your North Star. 


Owing your North Star helps you decide where to invest time and energy 

a leader. Clarifying vision, aspirations, and values helps define how you 
yntribute to the world in a way that authentically honors who you are and 
hat you value. This clarity lets you see what you want to accomplish over 
me, regardless of whether that timeframe is short (e.g., one to five years) or 
uch longer (e.g., decades). In addition, clarifying your unique personal vision 
s the foundation for your internal change process, providing the basis for 
=rsonal goals, which can also help align behaviors with aspirations. 


you envision, consider the context of your leadership role, organization, 
ymmunity, culture, and global involvement. When you’re clear about your 
sion, you can evaluate where and how you fit within the organization. If 

ur vision differs significantly from what you do and how you work, then that 
itional knowledge can guide you to find a better-fitting role or setting. That 
ear vision helps align the energy you invest in your work. 

‘other words, when you've forged a vision — your North Star — you're 
cusing your energy toward something...not just exhausting yourself on a daily 


eadmill. 


a minimum, vision should consider the time horizon that meaningful 
scisions impact. If, for example, you’re setting a policy with a substantial 
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environmental impact (such as building a power plant), then your vision shou 
include that impact and its corresponding timeframe. Although organizations; 
have not required successful leaders to think this way, innovative, ethical 
leaders consider the impact they make beyond the tenure of their role, 
accounting for the well-being of their stakeholders, including the planet and 
future generations. This is where your true legacy lies. 


Intentions and motivations fuel your personal and professional goals and give: 
meaning to your life. Actions aligned with values and objectives drive the 
impact you create. The combination of vision, commitment, and drive enables 
you to maximize your leadership potential; conversely, you need sufficient 
character, passion, solid vision, and an understanding of current capabilities ta 
succeed when progress is challenging. 


Appreciate Your Capabilities: "Leader, Know Thyself" 


Appreciating your capabilities starts with a frank, unbiased assessment of 
yourself and what you do well. World-class leaders want information about 
their performance across multiple axes. For example, an organizational leaden 
likely uses a balanced scorecard to monitor the organization's success. Likewis 
as leaders, we need a balanced scorecard of ourselves and our leadership 
performance. 


Let's return to the image of the elements of an innovative leader (Figure 11. 2) 
A truly comprehensive assessment measures: - . 


gettin ORAM A719 - Type. This includes | 

@) personality, as well as physic 
and psychological makeup | 
such as race, ethnicity, gendi 
age, and demographics that: 
impact who we are, includini 
predispositions, beliefs, and 
biases. 


- Developmental Perspecti 
This is our inner meaning-— 
making, or how we make ~ 

: sense of the world. Taking 

ko & + ae 

“onere Fs oRaaNt on more complex meaning- 


making is also known as 
Figure 11.2: The innovative Leadership Framework vertical development. 


; 


a 


- Mindset. The set of beliefs, attitudes, and assumptions that create your 
mental framework which guides your thoughts and actions. These beliefs 
) shape how we make sense of the world and ourselves. They often fal! 
across a continuum and are aligned with developmental perspectives. 


_- Resilience. Your ability to remain flexible and focused, adapting in the 
face of change. Your organization can continue to move forward. 


= Skills and Behaviors. Your specific abilities and the actions you take. 
They often involve both technical competencies and interpersonal 
abilities. Analysis of these elements allows you to evaluate your 
capabilities relative to your purpose. It also helps identify opportunities 
and limitations. 


ur most comfortable Leader Type is unlikely to change significantly over time. 
at’s okay; at the end of the day, your type isn’t the determinant of success; 
Yat you do with your type is. You can develop the remaining facets of yourself 
a leader using a deliberate and focused process. The process helps you figure 
‘where to focus your development time and energy to optimize yourself, 

ur team, and your organizational successes. 


ost leadership frameworks use one or more assessments to map your current 
ate to your desired future. Innovative Leadership builds on this approach by 
egrating developmental perspectives, mindset, and resilience, to deliver a 
ther, more robust view of the leader — of you. 


irtical development is extremely critical in growing as an Innovative Leader. 
u can’t know yourself without knowing that, so let’s revisit it for a moment. 
call that vertical development is your ability to take on increasingly complex 
rspectives about situations, yourself, and others. It’s required to lead 
fectively and innovatively: influencing how you see your role and function in 
workplace, how you interact with others, and the ways you solve complex 
oblems. Leaders with a more mature developmental perspective take a 


be 


a 


yoular wisdom has so many phrases saying people can’t change: “You can 
| a horse to water, but you can’t make it drink,” and “You can’t teach an old 
‘new tricks,” for example. That may be true of some individuals, but this is 
aracteristic of specific personality types or developmental perspectives. 
‘ical development emphatically holds that people can evolve and progress 
Y gh maturity levels throughout their lives. The more mature or evolved 
ader's perspective is, the more effective they will be at leading complex 


nizations in times of change. 


Although we often resist change, we’re built for it. International research 
published in Nature analyzed brain’ scan data from multiple studies. The data: 
was from 101,457 brains at all stages of life: from a 16-week-old fetus to a 
100-year-old adult. It validated what many of us know: our brains are designe 
to change so we can meet the challenges in each stage of life. 


The impact of this on developing your Innovative Leadership is fairly obvious. 
you'll recall from Chapter 6, someone with an earlier perspective relies on rul 
to determine a course of action, whereas later-stage people use their values 
guide appropriate action. 


Growing your resilience (Chapter 6) also enhances your Innovative Leadershi 
growth in ways we hope make perfect sense now. You’re examining 

your physical health, mindfulness (your ability to manage your thinking), 
heartfulness (your motivations and emotions), and your connection with 
others. These four factors together forge your inner stability. With that stable 
base, you're better able be adaptive, flexible, and focused; regain balance aft 
disorienting situations; and inspire others. 


Resilience is unique to our Innovative Leadership framework in this regard. 
We expand it to include fluidity and endurance — to adapt to change withou, 
compromising outcomes or values, be adaptable, and still drive toward 
attaining strategic goals. As with all other leadership elements, resilience is 
not restricted to the workplace. To manage stress and increase your baseline: 
capacity to function in stressful environments, you must maintain your physic 
psychological, and emotional health at work and at home to have the resilierr 
that underpins real leadership growth. , 


i 


| 
I 


Understand Your Environment: Situational Analysis | 
In Chapter 8, you learned that leadership is contextual. You’re authentically tk 
same person in different situations, but the way you lead and which facets of: 
yourself you bring forward varies by context. Continuing our conductor analot 
the world-class conductor giving a Pops concert at an outdoor picnic will 
conduct the orchestra differently than when conducting those same musician 
performing a standard indoor Classical program. Elite leaders similarly | 
understand the culture and systems they are leading, and situational analysis 
delivers that understanding. 


All | see is the PERSONAL 
alignment of stars. ieee 


ACTION 
ALIGNMENT | 


SYSTEM 
ALIGNMENT 


Figure 11.3: Situational Analysis 


tuational analysis evaluates the four-dimensional view of reality. Self, action, 
jlture, and system all interconnect. 


ere again, consciously aligning and realigning all four dimensions enables you 
) develop as an innovative leader. You see how your decisions ripple across all 
lese elements. You develop, grow, and become more effective. Your multi- 
mensional approach provides a more comprehensive, accurate picture of 
yents and context. That helps you optimize your efforts to deliver value to all 
ay stakeholders. 


ining our attention back to the music, we know the conductor cannot play 

/ sry instrument in their orchestra. Each musician complements the conductor 
1d all the other instrumentalists. Then, as the saying goes, how do they get 
Carnegie Hall? They practice, practice, practice. The orchestra becomes 
ceptional by using deliberate tactics, including practice, coaching, mentoring, 
rmal training, exchange programs, and stretch assignments. The musicians’ 
lent is only one small part of the process, the unwatered and uncultivated 


ed of excellence! 


Your leadership development requires a similar approach. It starts with a clea 
understanding of what you are trying to accomplish, who is involved on your | 
team, the values and mission of your organization, and a step-by-step plan tol 
close your gaps and build on your strengths. 


That’s the beauty of the Innovative Leadership framework; it’s a structured 
process you use to assess yourself now and plan how you want to grow. 
Because we’re not prescriptive, our process is really more of a framework: 
highly flexible, proven effective, and able to adapt and incorporate componen 
from specific leadership philosophies that fit your end goal. From “moving 
the cheese” to servant leadership, our process supports whatever index you | 
choose. The Innovative Leadership framework doesn’t just help you be you; it 
helps you be the best leader possible. 


After identifying your development goals, it is vital to identify a support 

team to provide expertise, be accountability partners, and give feedback on 
progress. Support partners can help us think through whose jobs will change 
as we change and how we will practice new behaviors inside and outside of 
work. When considering who should be on your development team, consider 
developmental perspective, mindset, and availability; you want to be sure the 
model what you want to become, agree with your desire to grow, and have | 
the time to help. Their methods should align with your style; for example, 
some people like to give and receive direct feedback. Others prefer gentle 
recommendations. The goal is to know each team member's style and craft 
explicit agreements to get what you need the way that works best for you. Yor 
may also want feedback from family members in addition to colleagues. Whe: 
we change, we may need a safe place to practice new skills. Spouses, partner! 
roommates and close friends can provide safe relationships to practice before 
we “go live” using new skills at work. | 
Scorecards help monitor progress, but plans rarely go as expected. We often | 
receive feedback or learn about an unintended consequence of our growth/ | 
change that requires a revision to the plan. Set up a process to review | 
and revise goals to reflect what you are learning about yourself (and your 
environment) as you develop. | 
Once you take action on your development plan and get feedback, you might! 
shift your plan or your goals. You may experience a dynamic tension between 
what you want and the effort required to accomplish it in your timeline. It’s 
okay to shift your timeline, change your action plan, or adjust your goals. Thi 
a natural and healthy process of accomplishing lifelong learning objectives. 


enter enprne s 


ad: Be, Relate, and Do 


hen defining your vision and values, set the foundation for who (vision) and 
WW (values) you want to be. If you imagine the most influential leaders you 
mire, how would you describe their essence? That’s what you want to. 


late 
lapter 2 revealed the interconnections of effective leaders and followers. 


leader's ability to relate to others across the following four psychosocial 
ntexts creates an engaging and empowering environment: 


“= Personal. Connect with and be aware of your purpose, values, type, 
developmental perspective, resilience, mindsets, and competencies. 


- Interpersonal. Relationships involving pairs of people include building 
i trust and shared agreements about working together. 


- Team. Your people and their work group's arrangements about 
how they will accomplish their work, including communication, 
accountabilities, and decision-making. 


f 

, . . . . . . . . . 
-- Organizational. The vision, culture, systems, strategic initiatives, 
-__ and impact measures are involved in a division, business unit, or 
organization. 


se are particularly important as artificial intelligence continues to grow in 
orkplace. For a thriving workplace, your followers must know you relate 
them as people, not machine tools. 


eC 
lapter 9 further defined the communication process, JEDI, virtuous character, 


id ESG. Each of these elements impacts how you relate with your followers, 
ams, and organization as well as external stakeholders. 


Ww you relate makes the difference between your ability to inspire, motivate 
id engage or just tell people what to do. Truly exceptional leaders master the 
ity to relate to a diverse range of stakeholders. 
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Do 
Innovative Leaders: 


- Set an inspirational vision of success and guide the organization bas 
on performance and the value of the organization's positive impact. 
Embody the vision you set through your being. 


- Leverage the team for answers as part of the decision-making proce 


- Behave like a scientist, continually experimenting, measuring, and | 
testing for improvement and exploring new models and approaches: 


- Constantly learn and develop self and others. 


- Motivate, inspire, and engage people to perform through your 
leadership behaviors such as strategic focus, mentoring and coaching 
and how you relate (i.e., emotional and social intelligence), your 
communication, JEDI actions, and virtuous character, 


- Pay attention to strategic goals and measures like profit, customer ' 
satisfaction, employee engagement, community impact, and cultura: 
cohesion. | 


- Adapt to situations and embrace new ideas, new approaches, and 
change. 


~ 


- Develop people and resources to expand organizational capacity. 


- Create an environment of mutual support and integrity that 
maximizes the employee experience by creating a vision that inspire: 
employees to be their best selves including ensuring you are living yo 
virtuous character, JEDI plans, and ESG goals. 

4 

Leadership development is often a challenging and humbling process. It requi 

you to identify your highest vision for yourself, as well as the gaps that will ho: 

you back. This exploration requires you to look hard at facets of your thinking 


and behavior that you have outgrown and need to change and/or unlearn. 


To recap: continually engage in a structured development process to meet 

your highest potential. This process allows you to identify what you believe ¢ 
value and the impact you want to make in the world. You'll also craft a plant 
develop the facets of your leadership that will significantly impact your abilit 
to live to your highest potential. As you learned in each chapter, you can use 
tools to enhance your development process. 


‘ 


f “put 480 
Using Al to Supplement 
Leadership Development 


core point of this chapter is that — as a leader — it’s your responsibility to 
instantly evolve and improve your skills to better serve your organization and 
@ people you lead. Al is the technology particularly suited to help you with that. 


Can identify improvement areas, provide personalized feedback, and 
commend specific learning resources to help you grow. It can augment the 
‘cesses Outlined in this chapter, such as supplementing the assessment 
ocess with Al-driven evaluation tools. in a post-pandemic world, where 
mote work and digital transformation have become the norm, Al also helps 
Yu stay connected and engaged with your team, even (especially?) when 
u're not physically together. In particular, consider using: 


_-  Chatbots, which can provide personalized coaching and feedback to 

4 you. For example, a chatbot could analyze your communication style 

G and provide recommendations on being more effective in different 
situations, or with different followers. 


<= Predictive analytics. We mentioned its use in financial decisions ina 
previous chapter, but predictive analytics also help your development. 
By analyzing your communication skills, decision-making abilities, and 
emotional intelligence, Al can isolate areas where you may need to 
focus your development efforts. 


Immersive learning experiences. Virtual reality simulations have 

been around for years, most prominently in gaming. It’s growing in 
education, too; in the workplace, this allows you to practice and refine 
your skills in a safe and controlled environment. This is especially useful 
for developing skills such as conflict resolution, where real-life practice 
can be challenging and holds a higher risk. 


sourse, like any tool, Al is only as effective as the humans who create and 
it. As a leader, you must intentionally use Al in your development efforts 
(D ut approach it as a supplement to, rather than a replacement for, human 
teraction and feedback, And always be mindful of the limitations of Al, such 
tl he risk of bias and the potential for algorithms to perpetuate existing 
equalities influencing their data. 
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Ultimately, the key to successful leadership development with Al is ; 
approaching it with an open mine-and a willingness to learn. The more you ~ 
know about Al and its potential for supporting leadership development, the 
more you can leverage its power to make yourself a better leader and your — 
organization stronger. E 


REFLECTION QUESTIONS 
- How would you describe your vision and values? 


- How will you put your beliefs or attitudes into practice to optimize your 
impact? 


- What is the most valuable insight you’ve learned from this book? 


- How has this book changed your views on your organization’s leadershi| 
On leadership? 


DIVE DEEPER 


Articles 
“How Busy People Can Develop Leadership Skills” by Darja Kragt (Harvard | 
Business Review) 


“How to Be a Purpose-Driven Leader without Burning Out” by Lisa Earle 
McLeod and Elizabeth Lotardo (Harvard Business Review) 
Podcast Episodes 


Innovating Leadership: Co-Creating Our Future 
Season 8 Episode 1: “Do It on Purpose” 


Innovating Leadership: Co-Creating Our Future 
Season 9 Episode 5: “Leading with Care and Purpose” 


ee 


a 
ontinue Your Innovative Leadership Journey 


ell done on finishing this book! We hope it's been a transformative 

perience that's expanded your thinking about leadership — focusing not just 
1actions, but also on your overall attitude and relationships. 

roughout your journey, you dove into the Innovative Leadership framework, 
id learned how it equips you for today's rapidly evolving workplace. While 

@ touched on the role of Al, remember: it's just one piece of a bigger puzzle. 
, what's next? 


ke a moment to revisit the reflection questions you answered earlier, 

Sw have your views shifted now that you've fully explored the Innovative 
adership framework? How do you see Al contributing to your growth as a 
ader? How can these new insights make you more effective in a tech-driven 
WVironment? 


3 
ze. 


SO, don't forget to show appreciation for those who've helped you along the 
ay. How do you plan to express your gratitude (in a manner befitting your 
ture, of course)? Is it time for a celebration with your support team? Whether 
pe group huddle or individual thank-you notes, celebrate your progress. 


f r sharing what you've learned, have you considered initiating a discussion 
p with your team or other stakeholders? It's a great way to continue 

ac together. 

2 30 ahead — give yourself a pat on the back! You're one step closer to 

coming a future-ready, innovative leader. Take time to celebrate both your 

shievements and the help you've received from others. 


Neers to your success! 
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:. been educating physicians, psychologists, and nurses for the Armed 
orces and Public Health Service and scientists for research and academic 
Ositions since 1979. He has published > 220 papers addressing behavioral 
dicine, drug use, stress, traumatic brain injury, and leadership. He has been 
ognized for his professional contributions by awards from the American 
ychological Association, Centers for Disease Control & Prevention, Food & 

ug Administration, National Cancer Institute, Society for Behavioral Medicine, 
S Surgeon General, and Uniformed Services University. In 2015, Dr. Grunberg 
jas selected to be a Presidential Leadership Scholar. He is a co-founder of the 
ealthcare Leadership Community of the International Leadership Association 
nd a co-founder of the World Health Leadership Network. He also is a member 


Teaching Followers Courage. 


CONTRIBUTING AUTHORS 


Michael Morrow-Fox, M.B.A., ED.S. 


Michael Morrow-Fox, is a consultant 
with the Innovative Leadership 
Institute and is experienced in health 
care, education, banking, government, 
and non-profit management. 


Michael has over 20 years of 

experience in leading technology and 
human resources operations and several 
years of full-time university teaching. He 
uses this background to blend his real-world understanding with current 
theoretical models helping his clients reach goals beyond their current 
thinking. 


Michael has experience managing a 50-million-dollar technology budge 
helping a technology startup company get off the ground, overseeing 
an international nonprofit organization achieve ‘best place to work’ 
status, and leading organizational education for a city government. His 
strengths are not in what area he works but in how he helps others wot 
Michael’s project management, process excellence, problem-solving, 
and human performance management skills help companies form truly 
innovative strategies. 


Michael has served as a full-time university faculty at Capital University: 
winning a Department of Education FIPSE Grant and the George Masor 
Program Excellence Award. He also served as the Director of Technolog 
Strategy for OhioHealth Hospitals, as the Vice President of Operations | 
for a technology start-up serving American Express, as the Vice Preside 
of Talent Management Training and Development forthe American 
Heart Association, and the Manager of Organizational Education for the 
City of Greensboro, North Carolina. He has held Project Management 
Professional (PMP) Certification since 2002, has worked on Six Sigma 
Black Belt initiatives since 1999, and has been a Six Sigma Green Belt 
since 2006. His bachelor’s degree focused on Industrial Psychology 

and Employee Counseling, his M.B.A. focus was on Organizational 
Leadership, his Educational Specialist Degree is in Educational 


Leadership, and Michael is working on his Doctoral dissertation in 
Educational Leadership. _ 
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Neil Sahota 


eil Sahota (B= 7EZ) is the CEO of ACSI Labs, 
Jnited Nations (UN) Al Advisor, IBM Master 
Aventor, part-time Professor at UC Irvine, and 
wuthor of best seller, Own the A./. Revolution. 

ith 20+ years of business experience, he 

vorks with organizations to create their core 
Jusiness strategy, enter new markets, and 

levelop next generation products/solutions 
yowered by emerging technology. His work 
perience spans multiple industries including legal 
ervices, healthcare, life sciences, retail, travel and transportation, 
nergy and utilities, automotive, telecommunications, media/communication, 
ind government. Moreover, Neil is one of the few people selected for IBM's 
Jorporate Service Corps leadership program that pairs leaders with NGOs to 
yerform community-driven economic development projects. For his assignment, 
Veil lived and worked in Ningbo, China where he partnered with Chinese 
orporate CEOs to create a leadership development program. 

4 

addition, Neil partners with entrepreneurs to define their products, establish 
heir target markets, and structure their companies. He is a member of several 
Bosse groups like the Tech Coast Angels, advises venture capital funds like 
Miramar and CerraCap, and helped create the UN’s Innovation Factory, a global 
rogram for social impact entrepreneurs. Neil also serves as a judge in various 
tartup competitions and mentor in several incubator/accelerator programs. 


: actively pursues social good and volunteers with nonprofits. Neil cofounded 
6 UN's Al for Good Initiative and is actively helping them building out their 
osystem of strategic partnerships. He is currently helping the Zero Abuse 
oject prevent child sexual abuse as well as Planet Home to engage youth 
ture in sustainability initiatives. Over the last twelve years, he has served as 
oard Director to several non-profit organizations such as the Inteleos and 
puting for Humanity as well as corporate boards from around the world 
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THANK You FoR READING! 


We appreciate your time and commitment in exploring the pages of /nnovatiy 
Leadership & Followership in the Age of Al. The frameworks and reflection 
questions you've engaged with will contribute to your journey toward 
becoming a more effective leader, follower, and Al ally. 


We understand that growth is a continuous and interconnected process, so 
we enthusiastically invite your valuable suggestions. We're open to receiving 
additional tools and templates that you may find beneficial, too. 


If you'd like to connect with us, reach out through the Innovative Leadership 
Institute via email: innovativeleadershipai@innovateleader.com. 


This guide marks the eleventh installment in our book series. 
To access more resources and titles on Innovative Leadership, please visit 
www. innovativeleadershipfieldbook.com. 


Thank you once again for your dedication to enhancing your leadership skills. | 
We look forward to hearing from you, any insights or ideas you have — and 
most importantly, learning how your leadership journey progresses! 
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Praise for Innovative Leadership & 
Followership in the Age of Al: 


“This book gives invaluable guidance about what leaders need to know and do when leading 

in the emerging age of Al. It explores the opportunities, risks, and other considerations that 

enable leaders, followers, and their organizations to operate ethically and safely to meet 
today’s intensely competitive and dynamic business demands.” 


Suchi Srinivasan, Managing Director and Partner, Boston Consulting Group (BCG) 


“In Innovative Leadership & Followership in the Age of Al, the authors propel readers 
into a future where leadership-and followership seamlessly intertwine with the power 
of artificial intelligence. This authoritative guide equips you with practical tools and ethical 
insights. It is a fun read that empowers you to thrive ina technologically integrated 

world, ensuring your continued relevance as a board member.” 


Helle Bank Jorgensen, CEO and Founder, Competent Boards 


“The authors of innovative Leadership & Followership In the Age of Al take readers on an 
inspiring journey by painting a realistic picture of how fundamental leadership scenarios can 
be augmented and enhanced by Al. Readers are challenged to shift their mindset to view Al 
as an opportunity to supplement, expand and amplify team dynamics and productivity. This 
well constructed primer presents creative strategies for leaders to apply Al in order to thrive 

in the increasingly complex world where we are all being asked to do more with less. This is a 

must read for those not only interested in adapting to change, but in embracing and lea 

the transformation in how we work, innovate, consume, and process information i 


machine learning and human-centric world.” 
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Linda Lowitz-Narcise, PMP, and Distinguished Senior Director, 
Oracle Cloud Strategy and Adoption 


“Innovative Leadership & Followership in the Age of Al delves into the uniqu 
. Challenges and opportunities of integrating Al into the professional work landscape 
leaders must understand the future direction of technology and the opportunities fo 

impact if they are going to be leaders of tomorrow. This forward-thinking guide is e 
for any leader aiming to navigate and succeed in this new world of work. It equips t 
practical strategies to engage, inspire, and motivate utilizing Al. This book combines 4 
rigor, decades of practical experience, and experimentation with new work models td 
an indispensable guide that paves the way for successful leadership in the age o 


Nuri Djavit, Chief Marketing Officer, Singularity - su.org 
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“Unlocking the potential of Al is crucial for leaders who value their continued 
relevance, making this book a must-read guide for understanding the diverse 
and impactful applications of Al in leadership.” 


Kathy Starkoff, Founder, President & CEO of Orange Star Consulting 
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